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ABSTRACT
Valuing A Culturally Diverse Work Force: An Examination of
Intended Changes and Successes as Perceived by Upper and Middle
Management, Supervisors, and Line Staff in a Health Care
Organization
CAMBERG, CYNTHIA LOU, Ed.D., University of San Diego. 1992,
168 pp.
Director: William Foster, Ed.D.
The growing diversity of the work force is having and will 
continue to have a significant impact on organizations. The diversity 
of cultures, lifestyles, and household compositions compels managers 
and organizational leaders to make a variety of organizational 
changes. Additionally, the globalization of business, the integration 
of the world economy, and the rapid changes in corporate life require 
a reexamination of how organizations are thought of, and how 
employees are managed (Copeland, 1988; Betters-Reed & Moore, 
1988-89; Goldstein, 1988). Since in the past organizations have been 
based on white male European traditions, a revolutionary response is 
needed from organizational leaders and managers. Diversity in the 
work force is often defined as not only differences in cultural and 
ethnic backgrounds, but differences in gender, lifestyles, age, and 
career and developmental perspectives. However, for the purposes 
of this research, the definition of diversity is defined as the diversity 
of perspectives which arise from differences in cultural and ethnic 
backgrounds. Those managers and organizational leaders sensitive to 
the issues surfacing from a culturally diverse work force will have
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the competitive edge to succeed in a fast changing environment. 
Therefore those managers and leaders who are able to accurately 
identify and implement the strategies most successful in valuing a 
diverse work force will realize more successful organizational 
outcomes. The intent of this research was to identify, through the 
use of a survey instrument and review of the literature, appropriate 
methods for valuing a culturally diverse work force. One important 
issue which came from respondents' had to do with their discomfort 
with recognizing cultural differences, preferring instead to refer to 
individual differences. Overall responses from upper management, 
middle management, supervisors, and line staff were fairly similar, 
although, as expected, management as group was better able to list 
the valuing cultural diversity strategies in the organization than line 
staff. Additionally, upper management, middle management, 
supervisors and line staff evaluated the success of the strategies 
somewhat differently. Finally, when it came to the organization's 
values on cultural diversity and identification with those values, 
management as a group expressed greater agreement with the 
organization's values than line staff.
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CHAPTER 1 
STATEMENT OF THE ISSUE 
In tro d u c t io n
The growing diversity of the work force is having and will 
continue to have a significant impact on organizations. The diversity 
of cultures, lifestyles, and household compositions will compel 
managers and organizational leaders to make a variety of 
organizational changes. Additionally, the globalization of business, 
the integration of the world economy, and the rapid pace and change 
in corporate life will require a reexamination of how organizations 
are viewed and how employees are managed (Betters-Reed & Moore, 
1988-89; Goldstein, 1988). Since in the past organizations have been 
based on white male European traditions, a revolutionary response is 
needed from organizational leaders and managers (Copeland, 1989). 
Diversity is now commonly considered to include not only differences 
in cultural perspective, but differences due to gender, lifestyle, age, 
and career and developmental perspectives. However, for the 
purposes of this research diversity is defined as the diversity of 
perspectives which arise from differences in cultural and ethnic 
background.
The following statistics describe the current and future impact 
of cultural diversity in the work place. By the year 2000 80% of the 
work force growth will be women and minorities (Nelson-Horchler, 
1988). White men will only comprise 15% of the increase in labor
1
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force growth, while women alone will account for more than 60% of 
this growth (Fullerton, 1987). African Americans are projected to 
account for 18% of labor force growth between now and the end of 
the century (Fullerton, 1987). Latinos are projected to increase 74% 
between 1986 and 2000 (Fullerton, 1987). This is the largest 
increase projected for any group (Fullerton, 1987). Much of this 
group's growth is because of the younger age of the Latino 
population, as well as an increase in immigration (Fullerton, 1987).
It is projected that by the end of the 20th century Latinos will be the 
largest minority in the U.S., and English will be a second language for 
the majority of the California population (Copeland, 1988a). By the 
year 2000 African Americans will comprise 12%, Latinos 10%, and 
Asians 4% of the labor force. Overall people of color will make up 
24% of the U.S. population (Fullerton, 1987). California's work force 
is particularly representative of the cultural diversity of this 
country's population. Currently Latinos comprise 26% of California 
population and 8.5% of registered voters (White, 1991). The Latino 
population in California grew from 4.5 million at the beginning of the 
decade to 7.6 million in 1990 accounting for more than one in four 
Californians (White, 1991). California has the largest number of 
Latinos of any state, consisting of a population larger than some Latin 
American countries (White, 1991). The second largest minority in 
California is Asian with 2.8 million or 9.6% of the state's total 
population, and African Americans are third with 2.2 million or 7.4% 
of the state's population (White, 1991). The 1990 census of San 
Diego county shows a demographic breakdown similar to California 
as a whole (see Figures 1 & 2).
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Figure 1
Population by race 1990 San Diego
9 .93 %
7 .9 4 %
0 .80 %
6 .3 8 %
7 4 .9 5 %
□  White 
7 4 .9 5 %
M Black 
9 .9 3 %
M American Indian 
0 .8 0 %
EM Asian 
7 .9 4 %
EH Other 
6 .3 8 %
Figure 2
Hispanic/Non-Hispanic origin, 1990 San Diego region
□  Hispanic 
H Non-Hispanic
*As of the 1990 Census, separate questions asked respondents to 
choose from one of the five groups in the first chart, then one of the 
two in the second chart. This was to account for the concern that 
hispanic is not an ethnic group separate from the other five listed, i.e. 
there maybe people who consider themselves to be black hispanics, 
white hispanics, etc.
(Source 1990 Census Population and Housing Characteristic, San Diego 
Association of Governments).
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Many of these demographic changes are due to rapid 
population increases resulting from rising birth and immigration 
rates (Hoyt, 1988). However, the most important reason for the U.S. 
population growth by the year 2020 will be immigration (Waldrop, 
1990). Two-thirds of the immigration in the world is to the United 
States, and most of those immigrating are not of European 
background (Copeland, 1988a). Traditionally this country was 
considered to be a "melting pot". People from all cultures came 
together creating a whole that seemed better and different, some 
how more than the individual contributors. However, due to the 
rapid increase of immigration, and the very different kinds of 
cultures now part of this country, what was formerly considered to 
be a melting pot is now essentially a "stew" of cultures, with both 
separate and distinct identities, as well as a growing assimilation of 
some groups. In order to maximize the competitive edge this kind of 
situation can provide for an organization, an approach is required 
which has at its core a philosophy of valuing and capitalizing on 
differences, as well as commonalties (Miller, 1986). Managers and 
organizational leaders need to dispel the outdated and destructive 
myths and stereotypes of the past, and non-judgmentally 
acknowledge difference that exist between people (Braham, 1989). 
Far too often differences are placed into a hierarchical framework in 
which "different" is seen as "less than". This country was based on 
the premise that all men (sic) are created equal. This thinking also 
has within it the idea that equal must also mean that people must 
become the same. To some extent this attitude leads to the 
incorporation of a contrary way of thinking which identified
R eproduced  with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
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different as not only being not equal but in some way less valuable. 
The issue then is further complicated by well intention people who 
seek to minimize, lessen, or even ignore differences (LeFlore, 1988).
Work Force 2000 (1987), published by the Hudson Institute, 
stated that organizations must learn to fully integrate people of 
different cultural backgrounds. The report concludes that those 
organizations which do not take a proactive stance will not survive in 
the 20th century and beyond (Johnson & Packer, 1987). A more 
recent survey of corporate responses by human resource executives 
from mid size and large firms, all of whom had participated two 
years ago in the Workforce 2000 Report, still found the need to 
attract and retain a skilled work force ("Survey finds," 1992). These 
human resource executives were specifically asked to respond to the 
following statement: "My company treats work force diversity as a
problem that needs to be overcome, rather than as a work force 
characteristics that may enhance our operation." Although 61% 
disagreed with the statement, and 15% were neutral, a full 24% still 
saw this as a true for their organization ("Survey finds," 1992) 
Fortunately a number of organizations are instituting 
widespread organizational change in response to these demographic 
challenges. IBM, Avon, Honeywell, McDonald, and Digital Equipment 
Company are just a few (Betters-Reed & Moore, 1988-89). David 
Kearns, CEO and President of Xerox Corporation, says:
It is absolutely clear that we have to manage diversity right 
now and much more so in the future, American business will 
not be able to survive if we do not have a large diverse work 
force, because those are the demographics - no choice! The
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company that gets out in front of managing diversity, in my 
opinion, will have a competitive edge (Copeland, 1989 Western 
City, p. 9).
This kind of thinking has to begin at the top. Corporate leaders 
need to realize that the traditional approach of hiring others who 
look and act like themselves can seriously impede the long term 
success of the organization. Instead, they must recruit employees 
who reflect the diverse market (Lindenberg, 1991). Monsanto 
Agricultural Company (MAC) is one company which stresses the 
value of diversity and embraces differences by using the diversity of 
their employees to create a competitive advantage (Caudron, 1990). 
MAC provides for cultural awareness training and skill building 
classes to help employees communicate effectively considering 
cultural differences. It also provides training in cultural issues 
related to the recruitment process. This kind of training program 
helps interviewers to be alert to cultural differences that may 
interfere with a positive evaluation of an applicant (Caudron, 1990).
A significant loss of money is involved in the failure to fully 
include minorities and women in the work force as well. This results 
primarily from employee turnover due to cultural/ethnic 
insensitivity, and the financial losses realized when those who are 
different are not hired but still could make significant contributions 
to the organization. Krebs (1992) estimated that 2% of the GNP in 
1991 was attributed to this failure, accounting for approximately 
$115 billion in lost productivity. Clearly, a homogeneous 
organization will inevitably become motionless, stagnant, and 
unlikely to survive in a fast changing environment (Traindis, 1976).
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The Issue
Prejudice and racism continue to exist in organizations 
(Alderfer, 1984; Alderfer, Alderfer, Tucker, & Tucker, 1980; Betters- 
Reed, & Moore, 1988-89; Copeland, 1988a; Kirkham, 1988-89). A 
survey of 100 line managers, EEO professionals, and Human Resource 
administrators designed to explore how cultural diversity among 
employees is changing the United States work place revealed that 
racism and sexism are still present in many organizations (Copeland, 
1988a). There are plenty of women and minorities capable of filling 
many of the positions normally occupied by white males, but they 
are not doing so. One of the reasons women and minorities are not 
placed in these positions has to do with comfort level (Copeland, 
1988a). People are often not comfortable with differences, 
preferring to hire and promote those who look, act, and behave like 
themselves (Copeland, 1988a). This tendency to gravitate towards 
our comfort levels when hiring and promoting indicates a need for 
supportive systems, such as governmental interventions, for hiring 
those who are different than ourselves. Unfortunately such support 
is declining. The Los Angeles Times (April 17, 1988) published a 
study encompassing sixteen years of research which revealed that 
"as competition for management jobs increased in the mid 1970s and 
throughout the 1980's government interventions of racial and sexual 
prejudice waned (cited in Betters-Reed & Moore, 1988-89, p. 27).
The New York Times (cited in Betters-Reed, & Moore, 1988-89) 
reported that "of 12,000 workers polled, two-thirds reported sex 
discrimination and 60% saw signs of racism" (p. 27). This same 
article reported that at Corning Glass Works Company women and
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minority employees were twice as likely to resign as were white 
male employees, resulting in 2-4 million dollars in costs associated 
with recruiting, training, and relocating people (Betters-Reed & 
Moore, 1988-89). A survey conducted by an International 
Association of Business Communicators (IABC) Minority Task Force 
found that almost 60% of all respondents had experienced barriers in 
their careers (Williams, 1991). Interviews conducted of 100 
scientists and engineers from five Industrial Research Institute (IRI) 
member companies revealed racist attitudes which persisted among 
managers including questioning the competency of blacks, as well as 
some other common, ethnically-based stereotypes (Gordon, 
DiTomaso, Farris, 1991). Edwards, Laporte & Livingston (1991) 
wrote of subtle forms of discrimination referred to as "micro­
inequities" which are unjust actions taken against an individual 
based on stereotypes rather than on a person's work performance.
All of this suggests that barriers impeding full inclusion of women 
and minorities still exist in organizations today. Other subtle 
examples of discrimination are those which occur when women and 
minorities attempt to move into top management positions or into 
positions traditionally held by white males (Solomon, 1990). In the 
literature this is often referred to as the "glass ceiling" and "glass 
walls". The "glass ceiling" refers to the invisible barrier for 
movement upwards, and the "glass walls" is the metaphor for the 
barriers that restrict lateral movement (Solomon, 1990). The causes 
for these barriers are many and often unique to each organization, 
but one reason often given is that the standards for performance for
R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
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women and minorities are set higher than for those who traditionally 
hold those positions (Solomon, 1990).
Most researchers agree that racism and sexism are deeply- 
ingrained in our society (Alderfer, 1984; Alderfer, Alderfer, Tucker, 
& Tucker, 1980; Cross, 1992; Traindis, 1976). Organizations are a 
microcosm of society, it is therefore logical to assume that today's 
racial tensions reveal themselves in organizations as well (Bell, 1988- 
89). If these tensions are not addressed in a positive and proactive 
manner a decline in productivity and quality will surely occur both 
in our organizations and the country as a whole.
Importance of the Study
Understanding cultural diversity in the work place will be an 
issue of immense significance to American manufacturing industry, 
the service sector, and the educational sector. How diversity is dealt 
with in the coming decade may well influence how American society 
evolves. Yet American managers and leaders often fail to 
understand the implications that cultural diversity has for their 
particular organizations. On the one hand, cultural diversity brings 
to the work place a variety of different perspectives, attitudes, and 
constructions of reality which may well make the the organization a 
more fulfilling market responsive and productive work place. On the 
other hand, cultural diversity may represent a divisiveness that 
tears American businesses and service organization apart. Adler 
(1983) observes that organizations which are maximizing potential 
advantages, while minimizing the disadvantages, will be those 
organizations which strategically integrate a valuing diversity norm 
within the organization.
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It is a fact that the world is becoming "smaller" because of 
radical economic, political, and technological changes (Edmonds & 
Jones, 1988). In the past the industrial society needed workers who 
conformed, but post-industrial society needs workers who can 
approach problems in creative ways, and can flexibly respond to 
constantly changing skill requirements (Halverson, 1986). No longer 
will organizations be able to run effectively with a large number of 
unskilled employees. The jobs of the future will require minimal 
reading and calculating skills (Nelson-Horchler, 1988). This requires 
at least a high school education. This reality, coupled with the 
growing statistics of increase in minority drop-out rates, presents a 
troubling future for organizations. Organizations will have to
i
compete for qualified workers (Goldstein, 1988). The growing 
diversity of the work force is such that inclusion of all groups must 
occur so that the best and brightest can be employed. Managers who 
recognize and appreciate diversity will be better able to attract 
competent employees (Nelson-Horchler, 1988). This means they 
must put aside the concept of "culture fit" which is the idea that only 
those who have norms similar to the organization are hired, and, 
instead, actively employ people of different cultures and lifestyles 
(Copeland, 1989). If managers fail to include these employees their 
choice of the labor pool will be significantly restricted (Braham,
1989). Also, those who feel that they do not "fit" may leave, and this 
is costly to organizations (Halverson, 1986). The Wall Street Journal 
reported cases of African Americans leaving organizations to join 
companies held by other African Americans, as well as starting their 
own businesses (James, 1988).
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The Purpose of the Study
The purpose of this study was to identify specific 
organizational strategies successful in integrating people from 
culturally diverse backgrounds, and to determine if those strategies 
are perceived differently by upper management, middle 
management, supervisors, and line staff. The researcher conducted 
an organizational wide survey in one Health care Maintenance 
Organization (HMO) in San Diego. The responses were divided into 
four groups - upper management, middle management, supervisors, 
and line staff. The response of these four groups were analyzed. The 
survey's primary purpose was to assist managers in gathering 
information and to make well informed decisions concerning 
strategies to address the needs of their culturally diverse work force. 
The basic premise underlying this approach is that what may be 
identified by the managers as effective strategies may not in fact 
accurately reflect the needs and wants of all employees. The 
researcher believes that in order to be more successful at managing 
diversity, managers need to clearly understand their employees 
attitudes to cultural differences. A further application of the survey 
was to determine the organization’s place within the model 
developed by Bailey Jackson and Rita Hardiman (1981), later 
adapted by Judith H. Katz and Fredrick A. Miller (1986).
Little has been done to examine the effects that valuing 
diversity efforts have had on the population they have been 
designed to impact. Most of the current literature in this area is 
theoretical, and relies on the perception of those designing and 
implementing diversity and multicultural programs. The approach
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adopted in this research utilized an exploratory qualitative 
methodology. The purpose was to discover what had been done in 
the surveyed organization to address the needs of a culturally 
diverse work force, and to critically examine the impact those efforts 
have had on individual work lives. Based on the data gathered from 
the surveys, and on a review of the literature, the researcher 
identified key components to include in programs for valuing a 
culturally diverse work force, and any associated policy changes.
The literature clearly states that organizations must make some 
significant changes to truly take advantage of what a culturally 
diverse work force has to offer. To what degree those changes 
benefit people from cultural and ethnic minority groups is yet to be 
fully explored. Therefore the following four research questions were 
identified.
Research Questions
1. What strategies do upper management, middle management, 
supervisors, and line staff believe exist in the organization for 
valuing cultural diversity among employees?
2. What are the similarities and/or differences in the success of 
these strategies as perceived by the four target groups?
3. What should those strategies be as defined by each of the four 
target groups?
4. What key issues surfaced which will be important for leaders to 
consider when developing organizational strategies for valuing and 
integrating culturally diverse employees?
Definition of Key Terms
1. Culture Defined
R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
13
In his classic study of culture, The Silent Language. Edward Hall 
(1959, p. 61) defines culture as "not one thing but a complex series of 
activities interrelated in many ways, activities with origins deeply 
buried in a past when there were no cultures and no men."
Halverson (1986 p. 67) defines culture as:
The way of life of a people. The sum of their learned behavior, 
patterns, attitudes and material things. . .It is not innate but 
learned; the various facets of culture are interrelated — you 
touch a culture in one place and everything is affected; it is 
shared and in effect it defines the boundaries of different 
groups.
In essence culture forms the basis of one's values, core beliefs, 
and attitudes. These basic values, core beliefs, and attitudes can 
affect organizational behavior (Halverson, 1986).
2. Evaluation
Evaluation includes both formal and informal ways that an 
organization's leaders and employees use to determine the level of 
success of strategies that are in place to create a organizational 
culture which values diversity.
3. In teg ra te
Webster's fourth definition of integrate is "to remove the legal 
and social barriers imposing segregation upon (racial groups)." For
the purpose of this research the definition of integration also 
includes the full utilization by the organization of the different 
understandings and beliefs that culturally diverse populations can 
bring to the organization.
4. Intended Change
R eproduced  with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
14
The intended change for this research is the expected outcome 
the organizational leaders believe will occur as a result of policies, 
training activities, and other strategies and programs put into place 
to integrate and value culturally diverse populations.
5. Perceived Change
Perceived change is the change the individual identifies as 
having occurred. These perceptions may be different for different 
groups.
6. M anagers
Managers are those who are responsible for determining and 
integrating the policies and procedures created to value a culturally 
diverse work force. In addition to those actually managing 
employees, these individuals include the chief executive officer of
the organization, human resource managers, managers of training
and development, organizational consultants, or the personnel 
departm ent manager.
7. Dominant Organizational Culture
Schein (1987) in his book, Organizational Culture and 
L eadersh ip , defines organizational culture as "the deeper level of 
basic assumptions and beliefs  that are shared by members of an 
organization, that operate unconsciously, and that define in a basic 
'taken-for-granted' fashion an organization's view of itself and its 
environment." This definition of organizational culture has 
embedded within it the premise that the source of those b a s ic
assumptions and beliefs comes from the dominant culture of a
society. Therefore those who hold basic assumptions and beliefs  that
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differ from the dominant culture may have a particular difficult time 
in decoding and translating those basic assumption and beliefs.
8. Strategies
Organizational strategies to create an organizational culture 
which truly values diversity include changes in personnel policies 
and procedures, training in cultural diversity, mentoring programs, 
management training in handling differences, and any other 
infrastructure changes which managers and organizational leaders 
identify as attempts to make significant changes within the 
organization to increase the likelihood of incorporating and valuing 
people from different cultural backgrounds.
9. Target Population
The target population is broken down into upper and middle 
management, supervisors, and line staff, both from the dominant and 
non-dominant cultural groups.
10. Valuing a Culturally Diverse Work Force
Valuing a culturally diverse work force is the appreciation of 
cultural differences and the acceptance and integration of those 
differences into the organization.
Scope of the Study 
The organization used in the research study was a Health 
Maintenance Organization composed of a hospital, health plan, and 
physician partnership. This was a qualitative exploratory research 
designed to assess attitudes of some representative members of the 
organization. Approximately 600 surveys were distributed to a wide 
variety of employees in the organization, which has close to 4,700 
employees and physicians. Consent forms to do the study in the
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organization were signed by the organizational leaders. All surveys 
were anonymous and if at any time a survey respondent could be 
identified by the nature of the response that response was either 
disguised or was not included in the write up of the data. A total of 
227 (45%) surveys were returned, but only 205 (41%) were
analyzed due to incompleteness. Respondents came from a variety of 
backgrounds, organizational levels, and types of positions. It took 
approximately two months to distribute and collect the surveys. The 
surveys were identified for commonalties and differences among 
respondents. Themes were identified for the responses to the open 
ended questions. Results were provided to the organizational leaders 
for further program planning.
L im ita tio n s
The limitations of the study include bias in participant selection 
since all participants for the survey were volunteers and were 
selected through researcher contact. Additionally, the small sample 
size did not allow for significant generalizations of the results. 
However, since the study used a qualitative exploratory approach, 
generalization to other situations was not considered in the research 
design. Nonetheless, the study does allow for examination of 
strategies that can help direct future researchers who wish to more 
fully understand the implications of a culturally diverse work force 
for organizations today and in the future.
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REVIEW OF THE LITERATURE 
In tro d u c tio n
Valuing diversity in the work force goes beyond simply 
following Equal Employment Opportunities guidelines and regulations 
(Braham, 1989). It means truly seeing the advantages in differences, 
and identifying ways to incorporate those differences into the 
organizational culture (Mountain Ventures, Inc, 1988). It also may 
mean challenging traditional styles, perspectives, and approaches to 
include new ways of thinking and doing (Mountain Ventures, 1988). 
Cultural and ethnic diversity in the work place has become an 
unavoidable reality and valuing such diversity can certainly be seen 
an opportunity (Copeland, 1988b). People of culturally diverse 
backgrounds in an organization can instill a great source of strength 
in the organization. Therefore diversity should not be simply 
tolerated or managed, but encouraged, supported and enhanced. An 
organization that capitalizes on the strengths of a culturally diverse 
work force and reflects the diversity of the society in which it exists, 
will have the competitive edge that is needed in this growing global 
economy.
Race, Ethnicity, Culture
There continues to be a degree of confusion about the 
individual meanings of the terms ’race’ 'ethnicity', and 'culture'
(Verma & Mallick, 1988). According to Verma and Mallick (1988),
17
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the concept of 'race' is one of the most abused concepts in cross- 
culture research. 'Race' is really a biological concept of three broad 
categories - Caucasian, Negroid, and Mongoloid. These categories 
were formed by categorizing people by their characteristics e.g. hair 
color, texture of hair, shape of skull, nose, or cheekbones (Verma & 
Mallick, 1988). Such categories are far too broad and crude to be 
used in any meaningful way. For example, the majority of people 
from Europe and the Indian subcontinent are considered Caucasian 
(Verma & Mallick, 1988). However, for some, race is culturally 
bound, with little to do with conscious awareness, and a lot to do 
with gut feelings (Rodriguez, 1991). In fact, in the United States 
there is no legal definition of what it means to be black, except in the 
state of Louisiana (Rodriguez, 1991). Another problem with using 
'race' in cross-cultural research is that it is sometimes used to explain 
behavioral differences between groups as genetic in origin (Verma & 
Mallick, 1988). Given the above difficulties associated with the term 
race, using it as a way to better understand people will fail to 
accurately reflect the differences that exist between groups (Verma 
& Mallick, 1988).
Ethnicity is another concept that has its own problems in 
identifying and understanding differences between people. Ethnicity 
is a term often used to identify culture, language, religion, and style 
of life (Verma & Mallick, 1988). The attributes distinguishing an 
ethnic group are not the physical features (as it is with the definition 
of race) but rather the cultural values and norms the group 
maintains (Verma & Mallick, 1988). Classification is often done 
based on geographical location or the area of origin of the group
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(Verma & Mallick, 1988). The problem, of course, is that the 
differences between ethnic groups are often a matter of degree 
(Verma & Mallick, 1988). An article in the Los Angeles Times Orange 
County Edition (Eng, 1992) attests to the fact that just because people 
are considered to fall into the same ethnic group doesn't mean they 
share the same cultural background. The article described a 
situation in which a teacher attempted, but failed, to convince two 
boys to work together - she thought because both boys were from 
Southeast Asia they would appreciate the opportunity to share a 
common task. However, one of the boys was from Vietnam and one 
was from Laos - two countries who had had long standing disputes. 
Thus, as with race, using the term ethnicity tends to be an over­
simplification, particularly considering the complexity of any society 
(Verma & Mallick, 1988).
Applying the word cultural as a way to describe differences 
between people also has its associated problems. Culture is not a 
fixed state; rather, it transforms and evolves over time (Verma & 
Mallick). It is often defined as an institutionalized reality on the 
mistaken premise that there is a homogeneity within any given 
social group (Verma & Mallick, 1988). Such homogeneity does not 
exist.(Verma & Mallick, 1988). A variety of factors exist causing 
intra-cultural differences. It is quite possible these difference may 
well be of such importance that although on the surface groups or 
individuals may seem to share many behaviors and norms, the 
differences are even more significant (Verma & Mallick, 1988).
Finally, it is clear that ethnicity and culture, though important 
parts of an individual's identify, are better to be considered as a
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mere labels of group membership, portraying only a part of a 
complex set of factors that describe a person's identify (Verma & 
Mallick, 1988).
Culture Defined
For the purposes of this paper culture has been chosen as the 
term to describe the differences between people. The definition of 
culture is taken from Halverson (1986) which she defines as:
The way of life of a people. The sum of their learned behavior, 
patterns, attitudes and material things. . .It is not innate but 
learned; the various facets of culture are interrelated — you 
touch a culture in one place and everything is affected; it is 
shared and in effect it defines the boundaries of different 
groups."(p. 67) In essence culture forms the basis of one's 
values, core beliefs, and attitudes. These basic values, core 
beliefs, and attitudes can affect organizational behavior as well 
(Halverson, 1986).
Cultural differences are manifested in organizations in a 
number of ways. As stated above beliefs are based on values. These 
beliefs and are then expressed in terms of behavior. Employees 
bring to the organization different cultural values. An example of 
two values which may come into conflict are affiliation and 
achievement (Halverson, 1986). Some cultures more highly value 
affiliation which implies that organizations work best when team 
work is emphasized. In this case individuals holding this value may 
want performance appraisals to include criteria which stress mutual 
support. Another culture may value achievement more highly than 
affiliation. Such a value normally supports the idea that
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organizations work best when individuals are to achieve their 
potential. Performance appraisal for these individuals would need to 
reflect criteria which stress individual accomplishment. Obviously 
conflict can occur for those employees who come from a culture 
which stresses affiliation if they are working in an organization 
where the dominant culture values individual achievement.
C u ltu ra l C om m unication  D ifferences 
Misunderstandings in organizations are significantly increased 
when people of different cultural backgrounds work together. 
Therefore understanding cultural communication styles is an 
essential element in understanding cultural differences (Braham, 
1989). Hall (1959) identified a contextual pattern of communication 
for cultural groups. This contextual pattern refers to those conditions 
which surround the particular message being communicated. Hall 
(1959) then places these cultural communication patterns on a 
high/low continuum. He believed that social and cultural conditions 
surround and influence the life of an individual, an organization and 
a community (Hall, 1959). Specifically, in high context cultures, such 
as American Indians, Latin Americans, and African Americans, more 
attention is paid to surrounding circumstances when individuals 
engage in interpersonal communications (Halverson, 1986). These 
interpersonal communications reflect the culture's history and social 
settings which in turn serves as a back drop for interpreting the 
behavior and words of the individual (Halverson, 1986). On the 
other hand, in low context cultures, such as Swiss, German, and 
Scandanavian, the communications patterns tend to screen out 
surrounding circumstances or context of an event (Halverson, 1986).
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An example of this is when an American manager talks with an 
employee, the manager will typically look at the 'facts' about a 
situation focusing on the speed and efficiency of the communication 
between the two of them (Halverson, 1986). However, in Japan, a 
high context culture, the communication between the manager and 
employee would require more time, since, trust, personal needs and 
difficulties, family and friend relationships, etc. must be considered 
(Halverson, 1986). The United States is considered to be on medium 
low end of the the continuum scale (Halverson, 1986).
Attitude towards time is also a specific example of how cultural 
differences are manifested. In a high context culture everything has 
its own time, and time itself is less easily scheduled (Halverson,
1986). What is important is that an activity gets done (Halverson, 
1986). In a low context culture things are scheduled to be done at a 
particular time, and what is important is that the activity is done 
efficiently. (Halverson, 1986).
This high/low context framework is one way to conceptualize 
cultural differences on a global scale, but can also be used in 
organizational settings as well (Halverson, 1986). Specifically, this 
concept is realized in the context of an organizational culture, and in 
its purpose, structure, relationship, leadership rewards and other 
helpful processes (Halverson, 1986). This, of course, suggests that 
mission statements, activities, traditions, job designs, moving 
employees around, and work spaces are all effected by the degree to 
which cultural diversity is acknowledged and valued in an 
organization (Halverson, 1986).
Cultural Synergy
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In general our process of social acculturation tells us not 
approach people who are different then ourselves (Cross, 1992). Yet, 
there is overwhelming support in the literature for how cultural 
diversity can build more synergistic and effective organizations 
(Halverson, 1986; Copeland, 1989; Traindis, 1979; Alder, 1983,
1986). Adler (1983) conducted a survey to identify the impact of 
cultural diversity on organizations and on the role of the 
organizational development consultant. She found that in culturally 
diverse organizations there was an increase in organizational 
creativity, flexibility, and problem-solving skills, especially on 
complex problems involving a large number of qualitative factors 
(Adler, 1983). In these organizations she also found improved 
effectiveness in working with culturally distinct client groups, and an 
heightened awareness of the dynamics of the organization and 
communication patterns within an organization (Adler, 1983). In 
general she discovered that people often do not recognize the 
presence of cultural diversity or its potential advantages. In fact, 
people naturally assume similarity even when differences exist 
(Adler, 1983). According to Adler (1983) people will often ignore or 
minimize diversity. She believes it is much more effective to 
actively manage the impact of cultural diversity on organizations so 
potential problems can be minimized and potential advantages 
maximized (Adler, 1983).
It is clear that establishing a 'culture of equality' requires an 
approach which does more than accepts or tolerates diversity, but 
rather one which pro-actively seeks to involve culturally diverse 
people from all areas of the company (lies & Auluck, 1988). This
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approach encourages contributions from everyone and makes 
organizational resources and rewards available to all. In the final 
analysis, valuing diversity in an organization is essentially the 
acceptance and integration of cultural pluralism (Cross, 1992).
Benefits of a Culturally Diverse Work Force 
O rganizational E ffectiveness
Just as organizations reflect the culturally diverse society in 
which they reside, so do work teams within an organization.
Therefore, as organizations become more culturally diverse a new 
conception of teams will need to be developed (Miller, 1986), 
Increasingly, color and gender are being recognized as work-related 
issues which must be discussed and resolved by the work unit 
(Miller, 1986). Unfortunately organizations which do this are the 
exception and not the rule (Miller, 1986). Instead, in most 
organizations teams develop and operate according to a white male 
set of norms, and acceptable patterns of behavior (Miller, 1988). 
Traditional team norms do not often allow for incorporation of 
diverse values and behaviors (Miller, 1988). Managers must begin to 
recognize that someone can be a team player and still oppose or be 
critical of certain issues (Miller, 1986). This does not necessarily 
mean that the individual is being disloyal to the team (Miller, 1986). 
Therefore managers should encourage open discussion among all 
team members. The time spent on these issues should be viewed as 
a means of recognizing the culturally diverse team member and as 
an investment in building the strength of the team (Miller, 1986). 
lies and Auluck (1988) found that when organizational change of any 
kind, including changing attitudes toward cultural and ethnic
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differences, is tied to over-arching organizational goals, such as 
identifying barriers to the full inclusion of others, as opposed to the 
goal of changing people's personal prejudices, more effective 
intergroup relationship are developed.
P r o d u c t iv ity
Research has shown that employees who are part of the critical 
work processes and information networks in their organizations are 
more committed to the organization, and have much lower rates of 
absenteeism and turnover, as well as a much higher levels of 
performance. (Krebs, 1992). Additionally, employees who are valued 
for their uniqueness are more likely to take risks, more open to 
expressing creativity, and more willing to bring innovation and 
leadership into the organization (Copeland, 1988a). Tension among 
employees lowers productivity and increases costs related to 
employee absenteeism, turnover, EEO and sexual harassment suits, 
and general unrest (Copeland, 1988a). The failure to understand 
differences can cause misunderstandings, substandard performance, 
leading to unproductive and unhelpful hiring and firing decisions 
(Copeland, 1988b).
P roblem  Solving/C reativ ity
Organizations that value diversity have a better chance of 
detecting and solving complex business problems, especially those 
that don’t fit into the traditional models of the past (Foster, Jackson, 
Cross, Jackson, & Hardiman, 1989). Decisions are of a higher quality 
since diversity of views increases the available options and general 
understanding of the problem. A culturally diverse work force 
brings a multidimensional approach to problem solving including
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intuition, consensus, and concern for long range planning (Halverson, 
1986). Different points of view improve decision making (Maier, 
1970). Creativity, an important component in quality decision
making, is maximized in an organization when heterogeneity is 
encouraged and managed in a way which reflects its positive aspects 
(Traindis, 1976). Additionally, conflict, a necessary ingredient in 
creativity, is often an outcome of a heterogeneous environment. It 
seems, however, that without conflict we continue to do things the 
way we have always done them making only minor adjustments 
(Cross, 1992). Conflict seen in this way has a significant positive 
outcome. Therefore, people with different perspectives who may be 
in conflict, need to be able to talk comfortably with each other so 
they can bring powerful and creative solutions to the organization 
(Cross, 1992).
M arket Place Demands
It is clear that if organizations wish to compete successfully in 
the world they must learn to optimally utilize a culturally diverse 
work force. Organizations which do so can respond more effectively 
to the diverse market place. An organization that is comprised of 
people who reflect the diversity of the population will respond more 
effectively to the consumer (Copeland, 1988). Such an organization 
will have greater understanding of the preferences and consuming 
habits of the diverse population, and will be better able to develop 
new marketing techniques (Foster, Jackson, Cross, Jackson, & 
Hardiman, 1989). This kind of thinking, however, has to start at the 
top of the corporate structure. Corporate leaders need to understand 
that the traditional approach of hiring others that look and act like
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themselves can limit the creativity, productivity and bottom line 
success of the organization. To maintain or achieve success in an 
increasingly diverse market, they must recruit and retain employees 
that reflect that diversity (Lindenberg, 1991).
Humanizing the Work Force
Women and people from culturally diverse backgrounds often 
bring a concern for human relationships which can improve work 
with subordinates, team members, clients or customers (Halverson, 
1986). As organizations begin to internalize the value of diversity 
and pluralistic norms, white men will have the opportunity to regain 
aspects of their humanity which they may have had to suppress 
(Halverson, 1986). Also, greater understanding and incorporation of 
different cultures and lifestyles at the individual level is an enriching 
experience for everyone (Traindis, 1976). Traindis calls this 
"additive multi-culturalism". He believes that when people learn to 
effectively appreciate those who are different, society is 
strengthened and made better (Traindis, 1976).
F le x ib ility
Flexibility is developed by learning to live in the dominant 
culture as well as in the minority one (Halverson, 1986). This kind of 
flexibility is useful to organizations. According to Traindis (1976) 
being involved with more than one culture gives one a real sense of 
accomplishment and enjoyment of being able to switch from one 
cultural system to another. Such an ability gives one a broader 
perspective and increases one's flexibility in the world.
Challenges Facing Organizations with a Culturally Diverse
Work Force
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Although diversity is a source of great strength for 
organizations, when not properly managed it can present significant 
problems (Adler, 1983). People of diverse backgrounds can be in 
conflict situations because of differing world views, and therefore 
productivity can be negatively affected (Halverson, 1986). Different 
cultures hold different expectations and perceptions of antecedents 
and consequences of interactions (Traindis, 1976). Therefore, the 
greater the heterogeneity in an organization the greater the 
likelihood of misunderstandings occurring (Traindis, 1976). It is true 
that it seems to be easier to mange people who are the same and 
preferably like ourselves. However, people are not the same and, 
differences can cause problems (Braham, 1989). Therefore, 
organizations with a culturally diverse employee population, and 
who value a consensus methodology for arriving at solutions, may be 
particularly challenged.
W hat O rganizations Should Do 
What should organizations do who wish to capitalize on the 
advantages that diversity has to offer? First the organization needs 
to recognize that there is a challenge. Second, the organization must 
accurately determine its own developmental stages in recognizing 
and appreciating differences. Figure 3 shows a model developed by 
Baily Jackson and Rita Hardiman as one way to asses an 
organization's developmental stage. The model reflects a continuum 
of responses to cultural differences in an organization. Certain styles 
such as being "exclusionary" reflects a response that values the 
dominance of one cultural/style/group over others. Focusing on 
numbers through affirmative action programs reflects an
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This model w as originally developed by Bailey Jackson and Rita Hardiman, 
1981. “Organizational S tages of Multicultural Awareness." Amherst, MA: 
New Perspectives. A dopted  by  Judith H. Katz and Fredreick A. Miller, 1986.
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organization which tolerates differences, but is still in a state of 
transition. An organization that truly values cultural diversity in the 
work force has a global focus; a focus that extends beyond the 
boundaries of the organization. Such an organization sees cultural 
differences as adding value to it's potential productivity and to the 
com m unity.
Carlos Rodriquez, manager for the multicultural program for 
Apple Computer, proposes a three stage model for understanding an 
organization's response to a culturally diverse work force. He 
believes the first stage of organizations is to address diversity issues 
by implementing a policy of Equal Employment Opportunity 
(Rodriquez, 1991). This approach takes the position that people 
should be measured against supposedly objective criteria. This 
policy and its application originates from a liability perspective. It's 
assumption rests on the belief that to get people to be productive we 
need to give them a fair chance at reaping the benefits work has to 
offer (Rodriguez, 1991). On the face of it this seems to be a great 
concept, but what remains, however, is that no one is color blind 
(Rodriguez, 1991). Additionally, to really be able to receive the 
benefits of what an organization has to offer, people must not only be 
hired, but must be properly connected with those who can help the 
employee to realize his/her full potential (Krebs, 1992). The second 
stage organizations go through is Affirmative Action. This policy 
rests on the idea of a protected class. The result is that people will 
go out of their way to look for differences (Rodriguez, 1991).
Although Equal Employment Opportunities and Affirmative Action 
programs have provided opportunities to people of color and women
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to enter into organizations, such policies have not provided the 
important skills managers need to create and maintain a positive 
environment to value differences among their employees (Cross, 
1992). In fact, more often consultants are enlisted in an attempt to 
help those who don't fit in to become more like the dominant culture, 
usually a white male of European orientation (Cross, 1992).
The last stage is one based on the concept of valuing diversity, 
which implies that you need to know not only about others but about 
your self as well (Rodriquez, 1991). In this stage it is clear that 
people need to be encouraged to develop self-acceptance of their 
own cultural background and styles (Watts, 1987). It is in having a 
clearer understanding of the cultural/ethnic group with which one 
identifies that helps to establish a greater acceptance of others 
(Alderfer, 1984)
Shea and Okada (1992) identified four stages of commitment to 
addressing issues of diversity that organizations often go through.
The first stage is the simple awareness that differences exist. The 
second stage expands that awareness into a real sensitivity around 
those differences. In the third stage, organizations are not only 
aware and sensitive to the differences but accepts them as well. 
Finally, in the last stage there is a maximal use of differences for the 
good of the entire organization.
Confront Barriers
It is crucial that managers and organizational leaders recognize 
that in any organization, there are a number of barriers which act to 
club (Copeland, 1988b). Krebs (1992), an organizational consultant, 
impede selected groups from their full inclusion in the organizational
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points out that you can't manage what you can't measure. He 
believes that many organizations simply provide training videos, 
communication and work style workshops, ethnic food in the 
cafeteria, and sensitivity training in a haphazard way - applying a 
remedy before any diagnosis. The first thing an organization needs 
to do is to identify and measure the problem areas. This is best done 
by finding out how the organization really works. This includes 
examining how things get done in the organization, who the "experts" 
and mentors are, where the critical information work flow processes 
are, and how ideas and innovation roll through the organization 
(Krebs, 1992). An effective methodology for doing this is to first 
survey the invisible personal networks, work relationships, and 
information flows that exist in the organization (Krebs, 1992). This 
process will expose any systematic pattern of excluding people of 
color and any other problem areas (Krebs, 1992).
United Parcel Services (UPS) began their assessment by asking 
questions of themselves (Carton, 1992). These questions included 
asking about conflict; how it is handled between ethnic groups, and 
whether or not white males in the organizations are encouraged to 
understand the competitive advantage of valuing a culturally diverse 
work force (Carton, 1992). A particularly sensitive, yet important 
question posed, had to do with looking at what organizational 
stereotypes existed in the organization, and whether or not there was 
consensus among employees on the challenges associated with 
diversity (Carton, 1992).
An important roadblock to valuing diversity among employees 
is the traditional avoidance of discussing racial issues in
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culturally/ethnically mixed settings (Braham, 1989). Therefore, one 
of the most important tasks for managers is to make diversity an 
issue, in spite of the difficulties in discussing such a sensitive subject 
(Braham, 1989). Analyzing stereotypes and assumptions is 
important, including learning to recognize talent in new ways 
(Copeland, 1989). This requires laying aside many present 
assumptions and looking beyond style to results (Copeland, 1989).
There are also unwritten rules in every organization (Copeland,
1989). These rules are important for employees to know since they 
are the ground rules for success (Copeland, 1989). Managers need to 
honestly confront how those unwritten rules are excluding people. 
These rules then need to be explicitly shared with others, especially 
with those who are often left out of the information loop (Copeland, 
1988b). There may even be times when valuing diversity means 
actually changing rules in order to accommodate differences in style 
and perspective (Copeland, 1989).
Lastly, cultural differences and the relationship to how an 
individual may feel about his/her role in an organization needs to be 
addressed. Managers need to be particularly sensitive to those 
issues and break down those barriers that impede contributions by 
workers with different cultural backgrounds. This includes being 
sensitive to how an individual wants to make contributions to the 
organization, and how best to recognize and reward his/her efforts 
(Copeland, 1989).
Provide Top Support
The significant impact management attitudes have on this issue 
is born out in the literature ("Managing diversity," 1992; Brahams,
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1989; Copeland, 1989; Gordon, DiTomaso; & Farris, 1991). It is clear 
that without the strong verbal and behavioral support on the part of 
top management the changes that need to be put into place will not 
occur.
According to Copeland (1989) diversity must be deliberately 
managed, but in the past top management played down or ignored 
differences. Ignoring these differences has not been helpful to 
organizations. Additionally, every organization has its own unique 
culture, a strategically planned change process such as this requires a 
heightened sensitivity to the unique needs of each organizational 
environment (Sanders, 1990). Therefore managers committed to 
valuing diversity need to think and plan strategically (Sanders,
1990). A crucial strategy for success for managers is to establish a 
strong policy statement supporting the concept of valuing diversity 
(Hitt & Keats, 1984). Although procedural compliance with state and 
federal regulations does not guarantee success, managers still need to 
be clear and consistent in supporting those policies that control 
unfair treatment, and enforce associated consequences (Watts, 1987).
Although it is not requisite for employees to make deep 
psychological changes, managers must be clear and consistent in 
their policies which do not accept certain behaviors, and in the 
application of consequences associated with those unacceptable 
behaviors ("Survey finds," 1992; Watts, 1987; Wendt & Slonaker,
1991).
T ra in in g
Clearly, procedural compliance does not guarantee success (Hitt 
& Keats, 1984). Therefore, managers should also utilize a variety of
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other strategies. One important strategy is to train employees at all 
levels to recognize cultural differences, and to view these differences 
as potentially advantageous to the organization (Alder, 1986; 
Betters-Reed & Moore, 1988-89). We know that people tend to 
cluster with those they feel comfortable with and like. Therefore, it 
is important to understand that merely putting people together who 
are different is not sufficient and may in fact be counterproductive. 
Behavior may be perceived differently when associated with persons 
of a particular race or social class than when associated with another 
person (Traindis, 1976). Pre-existing good or bad relationships 
between two or more people often engender self-fulfilling prophecies 
(Traindis, 1976). In fact, prejudice and cultural misunderstandings 
can arise causing conflict, bad decisions, and poor results, particularly 
if not managed properly (Copeland, 1989). Training can help to 
negotiate that fine line between recognizing cultural norms and 
promulgating stereotypes (Copeland, 1989). As Herzberg (1987) 
found in his research, cultural differences do exist, but so do many 
commonalties. In his research, Traindis (1976) discovered that there 
are greater similarities between black and white cultures than 
differences, although this may not be true for some segments of both 
communities. Merely to discuss stereotypes runs the risk of 
reinforcing them so it is important to include in the training how 
those stereotypes are not true (Braham, 1989). People also need 
opportunities to explore their own cultural roots and form a sense of 
cultural identity (Alderfer, 1984; Bell, 1988-89). An ongoing 
dialogue around differences and the power dynamics between 
groups, exclusion and inclusion, discriminatory barriers, and social
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relationships between groups is crucial to any effort to improve 
organizational diversity (Bell, 1988-89).
Im p lic a t io n s  
Diversity has significant implications for the manager- 
subordinate relationship. According to Braham (1989) the manager- 
subordinate relationship is the key to understanding why women 
and minorities do not climb the organizational hierarchical ladder.
The research shows that there is a greater likelihood of promoting 
people like yourself (Braham, 1989). It seems to be part of human 
nature to gravitate towards people like one's self and who one feels 
more comfortable with (Braham, 1989). In a study done of 272 
superior-subordinate dyads, Tsui (1989) found that the more 
dissimilar the subordinate is from the superior the less likely the 
superior is to perceive the subordinate as effective. She also found 
that there existed less personal attraction of the part of superior for 
subordinate, and increased role ambiguity experienced by 
subordinates when significantly different demographic 
characteristics existed between the two (Tsui, 1989). A national 
survey in the July 16, 1990 National Law Journal reported that one 
out of four workers claimed to have experienced illegal 
discrimination, and that three out of the four claimants identified a 
supervisor as the reason for the discrimination (cited in Wendt & 
Slonaker, 1991). Some of the actions identified by the claimants as 
discriminatory were failures to promote, and benefit and pay 
inequities (Wendt & Slonaker, 1991). Therefore one of the first steps 
for managers is to become aware of biases and assumptions that 
govern their "comfort zone and boundaries", and how these may
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damage the company and deny full inclusion of employees into the 
organization (Braham, 1989). Alderfer, et al (1980) found that an 
overall pattern existed of "white blindness" to racial dynamics. In 
their work with a company to assess racial relations in management 
the authors found that white managers believe that favorable 
outcomes are occurring, while blacks see far more unfavorable 
effects (Alderfer, Alderfer, Tucker, & Tucker, 1980). In the final 
analysis managers must be held accountable for their behaviors 
towards their subordinates ("Managing diversity, 1992).
Synergistic solutions create new forms of management and 
organizations by recognizing and transcending ethnicity and cultures 
of employees and clients. This approach recognizes both the positive 
and negative impacts of diversity (Adler, 1986). Unfortunately 
today's managers and organizational leaders often do not have the 
understanding and skills in managing a culturally diverse work force 
(Mountaintop Ventures, inc., 1988). Managers will need to 
understand the nature of cultural differences and the impact these 
differences may have on motivation, effective team work, and the 
organization as a whole (Halverson, 1986; Bell, 1988-89). They will 
also need to be able to assess potential benefits and liabilities of 
cultural differences, as well as be able to assess and match the 
organization's cultural fit with the work force (Halverson, 1986). 
Finally, they will also need to be able to develop skills in designing 
an equitable and pluralistic organization that has an appropriate 
balance between policies and practices which incorporate a diverse 
work force (Halverson, 1986). The challenge for the multi-cultural 
manager is to recognize that motivations traditionally used in
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organization may not work encourage productivity for all workers 
(Halverson, 1986). Traditional models of human behavior and 
management methods are based on implicit assumptions of a 
homogeneous white male work force (Copeland, 1989). Using these 
approaches can be counterproductive when applied to other groups 
(Copeland, 1989).
Finally, people are motivated by different needs and adopt 
different styles. In many ways managing culturally diverse 
employees means managing the unknown. Effective management 
recognizes this. Effective managers understand that it isn't necessary 
to manage everyone in the same way as long as everyone is managed 
fairly (Braham, 1989). Fair treatment is more than the golden rule: 
it means treating people as they would like to be treated (Braham,
1989). Historically, attitudes about culture and ethnicity have 
limited some workers in their upward and lateral mobility within 
organizations. Managers need to identify and provide the most 
useful and necessary types of experiences to eliminate these 
barriers. Mentoring and training are most useful when based on the 
assumption that both similarities and differences provide valuable 
resources to the organization (Braham, 1989).
Other specific suggestions to help mangers in working with 
culturally diverse populations include:
1. Making sure that there are written policies and procedures 
that identify acceptable behaviors in the work place.
2. Allowing and even encouraging managers and supervisors 
to ask questions and express concerns about employment 
discrim ination.
R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
39
3. Making sure that related work behavior is documented to 
clear up misunderstandings which may arise later (Wendt & 
Slonaker, 1991, p. 5).
In teg ra tin g  the  R esearch  
It is clear that for an organization to become successful at 
incorporating diversity into its culture, diversity must be a focal 
point rather then a peripheral issue (Foster, Jackson, Cross, Jackson,
& Hardiman, 1988). The research attests to the fact that there are 
some things that organizations can do to make positive use of 
cultural diversity in the work place. According to Copeland (1989) 
there are four 'essentials' for managing a culturally diverse work 
force. These 'essentials’ are concerned mainly with changing habits.
1. Managers need to periodically ask themselves about what 
assumptions they are making.
2. Employees from all kinds of cultural backgrounds need to 
be included into the organizational hierarchy.
3. Unwritten rules need to be shared. Those which do not 
nurture work place diversity need to be changed
4. Sensitivity to individual difference and appreciate of 
diversity should occur at all levels of the organization.
Basic principles suggested by Shea and Okada (1992) for
introducing organizational change related to diversity include; 
identifying significant business reasons to make changes, mustering 
full support of executive management, and approaching the changes 
with a long term commitment. Finally, because this must be a 
culture change and not a program in the traditional sense, they
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suggest management, not human resources, should be in charge of 
the effort.
Naturally, success is not accomplished by providing training 
courses on valuing diversity, by having employees work on 
understanding differences, by creating cultural celebration days, or 
by putting diversity articles in company newsletters (Sanders, 1990). 
It is an effort which combines these things, as well as other specific 
activities which are put together in a strategic and synergistic 
manner, allowing for a flexible and evolving process responsive to 
the changing needs of the unique organizational culture (Sanders,
1990).
Finally, an organization which has truly learned how to value 
diversity is one that reflects contributions and interests of culturally 
diverse groups, commits to eradicate all forms of social 
discrimination, shares power and influence, and follows through on 
broader social responsibility (Foster, Jackson, Cross, Jackson, & 
Hardiman, 1988).
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CHAPTER 3 
RESEARCH DESIGN AND METHODOLOGY 
P u r p o se
The purpose of this study was to better understand the 
strategies and methods that are most effective for creating a 
corporate culture of inclusion providing for fair and equitable 
treatment of a ll employees regardless of cultural differences. An 
exploratory qualitative approach was adopted; however, both 
qualitative and quantitative methods were utilized. A local Health 
care Maintenance Organization (HMO) served as the research site, 
and all participants were volunteers. The following research 
questions were investigated.
What strategies do upper management, middle management, 
supervisors, and line staff believe exist in the organization for 
valuing cultural diversity among employees?
What are the similarities and/or differences in the success of these 
strategies as perceived by the four target groups?
What should those strategies be as defined by each of the four target 
groups?
What key issues surfaced which will be important for leaders to 
consider when developing organizational strategies for valuing and 
integrating culturally diverse employees?
Research M ethodology
The selection of an exploratory qualitative research approach 
using both quantitative and qualitative methods was based on a
41
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variety of factors. Research is a process that requires a series of 
interlocking choices, where decisions need to be made in order to 
simultaneously maximize several conflicting options (McGrath, 1982). 
It is not simply a process with a set of problems to be addressed.; 
rather, it is a set of 'dilemmas' to be accepted and lived with 
(McGrath, 1982, p. 69). What is most important to the researcher 
however, is that the choices must be viewed in such a way to keep 
the researcher from becoming "impacted on one or another horn of 
one or more of these dilemmas" (Me Grath, 1982, p. 69). A collorary 
is the idea that there is no one right way to do the research. As 
McGrath, Martin, and Kulka (1982) assert "No one study is ever the 
first set in the knowledge accrual process, and no one study is ever 
the final step either" (p. 107).
This study was done with these principles in mind. This 
exploratory qualitative approach was chosen primarily because 
studies examining cultural diversity in the work force are only 
beginning to be done and few conclusive research findings have been 
established. Also, the researcher agreed strongly with a fundamental 
premise of the exploratory approach which holds that the more one 
knows about the subject under investigation, the more effectively 
the resulting data can be developed, tested, and refined to produce a 
number of potential theories (Hartwig & Dearing, 1979).
Additionally, it is clear that attempts at examining cross-cultural 
differences and basic differences in values and world views require a 
qualitative research philosophy. Scrimshaw (1983) writes:
"Qualitative methods can capture actual behavior with great 
accuracy, and can produce detailed information and insights
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applicable to both the development of testable hypotheses and the 
interpretation of quantitative data. This is particularly important in 
cross-culture research" (p. 86). Finally, there is a growing 
recognition that the qualitative research paradigm utilizes more 
appropriate methods for understanding the social world, providing 
for richer and fuller depth.
Although a qualitative philosophy was the basis for the 
research design, the nature of the subject and environment 
necessitated the use of both qualitative and quantitative methods. 
Such an approach continues to receive increasing support among 
researchers. Firestone (1987) argues that although qualitative and 
quantitative methods are in many ways based on divergent 
assumptions this does not necessarily hinder the researcher in the 
use of methods originating from the two paradigms. Such an 
approach is often used by the researcher in the triangulation process, 
assisting the researcher in his/her efforts to persuade the reader, as 
well as to gain greater confidence in his/her own conclusions 
(Firestone, 1987).
Population and Sample
The population for the study came from a local HMO. A 
health care organization was chosen as the research site because of 
diverse its diverse population. Specifically, over the past decade 
most hospital administrators have discovered in a very real sense 
they do not exist separately from the community (Beckhamn, 1992). 
Just as hospitals depend on the community for patients it also 
depends on the community for its workers. Therefore, like other 
organizations, hospitals must look to the growing homogeneous
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population as the place from which to recruit potential employees.
San Diego itself reflects a diverse population. Consequently, it is 
imperative that local health care organizations respond strategically 
to these demographic realities. A second reason a health care 
organization was selected as the research site has to do with the high 
number of minorities typically employed at hospitals. Unfortunately, 
like most organizations many of these employees tend to be 
clustered in lower-paying jobs, with career ladders and opportunities 
quite restricted (Friedman, 1992). The following statistics attest to 
this: Approximately 91% of all nurses and 81% of all physicians are 
white while another 10% of physicians are Asian American. For the 
most part African Americans and Hispanic are significantly under 
represented in these areas. Additionally, top administrative posts 
tend to be filled primarily by Anglos. The American College of 
Health care Executives reported in their 1990 report less than 1% of 
these high level positions are held by people of color. (Friedman,
1992).
Since health care leaders have a growing sensitivity to the 
importance of having a well-trained work force from which to 
choose, they are now broadening their definition of what constitutes 
an acceptable work force. Consequently, the benefits of homogeneity
are no longer encouraged. Rather, it is the benefits of heterogeneity 
that are celebrated and promoted (Friedman, 1992). The last reason, 
and perhaps the most important reason this particular organization 
was chosen, was due to the researcher's ability to have direct and 
ongoing access to a variety of employees from all levels in the 
organization.
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The study population was divided into four groups - upper 
management, middle management, supervisors, and line staff. Upper 
management are those who are primarily responsible for creating 
and assuring that policies and programs are implemented in the 
organization. Middle management is the second level down, and to a 
great extent is responsible for communicating those policies to the 
work force. Supervisors are the third level down and are responsible 
for implementing the policies through direct interaction with line 
staff. The category line staff represents all others in the 
organization. Assignment to the appropriate group was determined 
by each survey respondent. Employees in the organization are able 
to make that determination because of the job descriptions that are 
provided to all employees at the time of hire. All respondents were 
volunteers. Participants were identified through informal contact, at 
staff meetings, employee trainings, and through the use of managers 
who volunteered to distribute surveys to staff. Tables 1, 2, and 3 
depict the demographics of the organization, of San Diego County, and 
the survey respondents. Although six out of nine upper managers 
responded to the survey, their responses are presented so that 
individual managers are not identifiable.
D escrip tion  o f In s tru m e n ta tio n
The d a ta  sources were the survey instrument and the 
researcher. The survey was eight pages and required approximately 
20 - 30 minutes to complete. Each survey had an attached memo 
explaining the purpose of the survey, approximate time to complete 
it, definition of valuing a culturally diverse work force, deadline for 
return of the survey, and an offer to receive a copy of the results.


















Population by Race and Hispanic/Non-Hispanic, 1990 San Diego County
W hite Black Asian American Indian Hispanic Non-Hispanic
74.95% 9.93% 6.38% .80% 20.25% 79.55%
Table 2
Work force description of organization's work force by 
_________________eth n ic /cu ltu ra l background______________
Organizational level | Total Caucasian Black || Asian Hispanic
*Craft workers, Services
workers, Operatives, 2 ,263 1,217 4 26 252 368
Technical • (54%) (19%) (11%) (16%)
1086 740 40 274 32
^Optometrists, LVNs, RNs (68%) (4%) (25%) (3%)
^Professional, Pharmacists 622 26 47 36
(non exempt) 7 3 1 (85%) (4%) (6%) (5%)
** Supervisor-Support 49 34 10 1 4
functions (exempt) (69%) (20%) (2%) (8%)
***Pharmacists, 103 1 2 1 1 6




Total 4 ,630 3,058 54 1 585 4 4 6




















Description of survey respondents ethnic/cultural background







Upper management 6 6 - - - - -
Middle management 32 24 3 1 3 1
Supervisor 20 8 5 3 - 3 1
Line Staff 147 68 17 12 7 25 1 8
Total 205 106 (51%) 25 (12%) 16 (8%) 7 (3%) 29 (14%) 22 (11%)
4̂
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The body of the survey consisted of Likert scale questions, questions 
asking respondents to identify their knowledge of programs and 
activities existing in the organization, and a rating scale to evaluate 
the success of those strategies. Each Likert scale question was 
followed by a statement asking respondents to explain briefly why 
they gave the response they did.
To gain additional depth of information four open ended 
questions were included at the end of the survey. The first of these 
open ended questions asked respondents to state what informal rules 
of courtesy they believed should exist in the organization with 
regards to use of languages other than English. The second open 
ended question asked respondents to identify examples about actions 
of or words used by their supervisors which showed they did or did 
not appreciate and respect cultural differences in the work place.
The last two open ended questions asked for general feedback on 
policies or actions respondents believed the organization should 
support, and any additional comments the survey respondents may 
have in general on valuing a culturally diverse work force. Finally, 
participants were asked to respond to eight demographic questions. 
These demographic questions asked respondents to identify their 
level in the organization, ethnic/cultural background, country they 
were born in, how long they had lived in the United States, the first 
language they had learned, their age, degrees they had received, and 
length of time they had been employed at the organization.
Surveys are used by researchers to help determine the 
incidence, distribution, and interrelations among variables (Kerlinger, 
1986). These variables often describe people, and some of the
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important facts about people, such as their beliefs, attitudes, 
opinions, behaviors and motivations (Kerlinger, 1986). Sociological 
facts, opinions, and attitudes reflect membership in social groups; 
sex, income, political and religious affiliations, age, occupation, and 
race (Kerlinger, 1986). Additionally, surveys are used to examine 
psychological opinions, attitudes, and behavior in relationship to 
sociological variables. (Kerlinger, 1986). Surveys are often used to 
explain the interactive effects of those variables. Examining 
psychological and sociological facts, opinions, attitudes, and behaviors 
related to cultural differences can improve understanding a 
culturally diverse work force. Consequently, the researcher chose a 
survey instrument with open ended questions as a research tool.
The sequence of methodological steps in the development of a 
survey instrument is an important part of establishing some degree 
of reliability of the instrument. The first step is to determine the 
objective or objectives of the survey (Kerlinger, 1986)). It is very 
important to adequately define the problem in operational terms and 
to ensure that the questions are aimed at addressing the general 
problem under study (Kerlinger, 1986). The second step is to 
identify who is to sampled and the sampling plan (Kerlinger, 1986). 
The third and fourth steps are to write the questions and actually 
construct the survey (Kerlinger, 1986). The fifth step is to pretest 
the instrument (Kerlinger, 1986). The sixth and seventh steps are to 
prepare a letter or memo of explanation and to distribute the survey, 
providing for a follow-up plan if appropriate (Kerlinger, 1986).
The construction of the survey for this study followed the 
above steps. The researcher wrote the survey objectives, and each of
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the survey questions were linked to at least one of the survey 
objectives. The first draft of the survey was presented to experts in 
the field for evaluation of content and face validity. Experts were 
identified through researcher contact as individuals who had 
expertise and/or experience in the construction of surveys or in the 
area of cultural diversity in the work force. Three of the experts 
were from the Organization Effectiveness Program at the City of San 
Diego. Two of those individuals had developed and implemented the 
City's survey on cultural diversity among City employees. Another 
expert, who has a doctorate in cultural anthropology, was from the 
research site organization and had extensive experience in the 
construction of organizational surveys, particularly in the area of 
cultural diversity. Changes recommended by the experts include 
changes in the demographic categories, adding additional questions 
on the use of language in the organization, and some other general 
format changes, including repositioning of some of the questions.
Once these changes were made, the survey was pilot tested with 15 
employees at an HMO. These employees represented all four 
research groups. Changes that were made included format changes, 
for example providing more room for the open ended responses, and 
rewording some of the questions. The survey was translated into 
Spanish to ensure inclusion of those who read Spanish only. The 
translation of survey was done by a bilingual education teacher 
employed by the Sweetwater School District.
While surveys were used to collect data for analysis, the 
researcher was the essential instrument of the research. In 
qualitative research the researcher is integrally involved in
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constructing reality, and, therefore reality can not be described as 
separate from the researcher. Additionally, the process of 
investigation will always effect what is being investigated. It is 
ultimately an internal process. Therefore, the qualitative researcher 
needs to be fully cognizant of this, and take the necessary 
precautions, such as bracketing background assumptions, or 
accounting for them in some way. The following are some of the 
assumptions held by the researcher:
1. Valuing cultural diversity is something managers 
should strive for. It is important for them to incorporate 
favorable policies, and create supportive infrastructures 
to accomplish this goal.
2. Organizations have cultures in much the same way that 
societies have cultures.
3. Differences in our society are seldom seen as merely
different. In fact, differences are usually seen as less than.
The way we tend to deal with differences is to minimize, 
lessen, or ignore them.
4. People want to work well together.
5. Most people can read and comprehend the concept of
what valuing a culturally diverse work force means.
6. A survey instrument with open ended questions 
asking for an individual's response on his/her 
beliefs, attitudes, and feelings provides for a greater 
depth of understanding of the subject.
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Research Methods and Procedures
The researcher identified through personal contacts leaders of 
a local health care organizations who were willing to participate in 
the study. Each organizational leader, after agreeing to participate, 
received further information regarding the purpose of the study and 
a consent form giving the researcher the permission to begin the 
study. Approximately 600 surveys were distributed throughout the 
organization through informal contact directly with the potential 
respondents, at staff meetings, employee training events, and 
through use of managers who agreed to hand them out to their staffs. 
Decisions on who should be asked to respond to the survey was 
dependent on the researcher's ability to contact employees through 
an informal method. Departments which participated in the survey 
included housekeeping, patient transportation, home health, hospital 
nursing, pediatrics, medical records, occupational health, and 
administration. Additionally, surveys were sent to employees who 
were members of cultural interest groups (Women of Color, Hispanic 
Interest Group, American Indian Interest Group). Except when 
distributed at staff meetings, surveys were returned to the 
researcher via inter-office mail. A total of 227 surveys were 
returned but only 205 surveys were analyzed due to the 
incompleteness. A significant attempt was made to include all levels 
of employees in the organization, as well as people from the 
representative cultural groups in the organization. The researcher 
had a wide range of access to people in the organization and used 
these opportunities for a period of over a two months.
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All participants were volunteers. Since the study was 
exploratory and qualitative in nature, the use of formal established 
survey sampling procedures to ensure generalizability was not of 
primary concern to the researcher. The survey data was complied 
and compared to current literature on valuing a culturally diverse 
work force to identify key components which are important to 
include in an effort to create an organizational culture which values 
cultural diversity. The specific methodological steps were as follows:
1. The first draft of the survey instrument was presented to 
experts, identified through personal contacts, for review and 
revised based on their suggestions. The experts came from 
culturally diverse groups and had significant experience in 
developing and conducting surveys to assess attitudes and 
opinions of employees on culturally diversity in organizations. 
Expertise was based on experience in the construction of 
surveys or in the area of cultural diversity in the work force. 
Three of the experts were from the Organization Effectiveness 
Program at the City of San Diego. Two of those individuals had 
developed and implemented the City’s survey on cultural 
diversity among City employees. Another expert from the 
research site organization had extensive experience in the 
construction of organizational surveys, particularly in the area 
of cultural diversity. Additionally her doctorate is in cultural 
anthropology.
2. The survey was pilot-tested at an HMO. The survey was 
pilot tested on 15 employees at a HMO. These employees 
represented all four target groups. Pilot test respondents were
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asked questions to explain their answers and to evaluate the 
survey for content understanding and ease of completion. 
Changes that were made included format changes, for example 
providing more room for the open ended responses, and 
rewording of some of the questions. The survey was translated 
into Spanish to ensure inclusion of those who read Spanish 
only. The translation of survey was done by a bilingual 
education teacher employed by the Sweetwater School District. 
Changes were made to the survey based on pilot survey 
respondents suggestions.
3. The Hospital Administrator and Medical Group 
Administrator were provided with and then signed consent 
forms giving permission to the researcher to do the study.
4. Surveys were distributed to approximately 600 employees 
The survey included an attached memo explaining that the 
completion of the survey was voluntary, anonymous, and was 
for the purposes of a dissertation research project.
D ata  Analysis 
Initially demographic data was analyzed to determine if 
differences existed between upper management, middle 
management, supervisors, and line staff. Although the primary 
research paradigm of this study is qualitative, frequencies and 
percentages were used in the analysis of data. Descriptive detail is 
provided to enhance the reporting of unique and rich responses.
Such an approach is supported in the literature. Kirk and Miller 
(1986) write: "To see qualitative research as strictly disengaged
from any form of counting is to miss the point that its basic strategy
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depends on the reconciliation of diverse research tactics" (p. 12). 
There is some tendency, unfortunately, to incorrectly equate data 
analysis with statistics, and specifically with inferential statistics. 
However, data analysis literally means "the breakdown of data into 
its important component parts", and has only through time taken on 
the meaning of analysis of data through statistical methods (Hartwig 
& Dearing, 1979, p. 9). Consequently, this notion tends to downgrade 
the importance of visual displays of data, something that is quite 
heavily stressed in exploratory data analysis, and used extensively in 
this study. The idea that this is not an appropriate research 
procedure must be challenged. Instead, a healthy statistical 
skepticism needs to be encouraged which points out that even widely 
used statistical techniques have unreasonable hidden assumptions 
about the nature of the data (Hartwig & Dearing, 1979). In fact, 
numerical summaries often obscure, misrepresent, or ignore vital 
information (Hartwig & Dearing, 1979). Hartwig and Dearing (1979) 
believe visual analysis should precede statistical analysis even when 
the latter is the desired end product. One also needs to be open to 
unexpected patterns in the data since such patterns can often reveal 
interesting and important outcomes (Hartwick & Dearing, 1979)
Visual displays of data increases the likelihood of the researcher 
being able to discover those hidden and unexpected patterns within 
the data. Recognizing the importance of maintaining a sense of 
skepticism and openness to the data, and the realization that a 
number of uncontrollable variables exist, the researcher chose to use 
visual display of the data as well as a descriptive narrative. Surveys 
were examined for important commonalties and differences among
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survey respondents, to determine if the organization was missing 
important cultural diversity strategies, to identify specific strategies 
that had been implemented in the organization, and to discern the 
similarities and differences in the perception of success between the 
four research groups. Five key questions were also analyzed to see if 
there were any differences between ethnic/culture groups. These 
questions examined the following: the amount of strategies needed
at the organization for valuing a culturally diverse work force, 
whether the organization respects and values differences among 
employees, the degree to which the respondents agreed with the 
organization’s values on cultural diversity, the degree to which the 
respondents believed the organization is honest and fair in dealing 
with its employees regardless of their background, and the degree to 
which the respondents believed there are good opportunities at the 
organization for those who want to be promoted regardless of their 
cultural background. Charts and tables were used to display all 
responses along with rich descriptive narrative.
A modified content analysis methodology was used for the 
open ended questions. Content analysis is a method for assigning 
open ended responses to categories (Kerlinger, 1986). The steps are 
as follows: First the researcher must identify the specific objective
for the content-analysis study (Borg & Gall, 1983). The objective for 
this study was to use content-analysis to produce descriptive 
information and to cross-validate the responses received from the 
Likert scale respondents filled out. The second step involves proving 
that the content-analysis data are related to the research questions 
(Borg & Gall, 1983). Since the open ended questions were either
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linked to a Likert scale question or related directly to one of the 
research questions this process was accomplished. The third step is 
to develop a plan to obtain a representative sample of the population 
(Borg & Gall, 1983) In the case of this research project the sample 
identified was incorporated in the overall research design. The 
fourth step is to develop a coding procedure (Borg & Gall, 1983). 
Coding consists of analyzing the responses and then assigning the 
responses to classes or categories. (Kerlinger, 1986) Coding was 
accomplished by reading through all of the surveys four times, and 
identifying themes each time. Many themes emerged from the 
responses, with a number of them overlapping. Therefore, for the 
purpose of this research, the themes were collapsed. Also, the ones 
with the direct relevance to the research questions, to the model on 
which the organization was to be evaluated, and the level of energy 
the particular question seems to elicit were developed. These 
themes will be presented in chapter 4.
L im ita tions and Im p lica tions 
Ultimately as the researcher goes through his/her research 
process many crucial decisions must be made, all of which are often 
done without benefit of concrete and consistent rules in the planning 
and conducting of research (McGrath, 1982).
McGrath, Kulka, and Martin (1982) assert the following:
You study what you study, and you make the choices that 
you make in your study, ultimately in large part because 
you have certain purposes. These purposes may arise 
from the requirements of your grant, from the 
implications of your theory, from your method
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competencies and preferences, from your publication 
needs, and even from you values, attitudes, and 
preferences as a human being. For far too long, social 
and behavioral scientists have argued about whether or 
not this ought to be the case. Here we agree with the 
position taken by a number of scholars of the philosophy 
and sociology of social and behavioral science (e.g.
Gergen, 1978; Horowitz, 1968; Ossowiski, 1963; Stark, 
1958) that such influence is inevitable, and is another 
inherent limitation of the Baconian paradigm. In our 
view, it is neither to be condoned nor condemned, but 
simply to be reckoned with. But it is extremely 
important, we believe, that you make explicit your 
purposes, and try to delineate their impact on your study 
— or at least that you do so to yourself, (p. 116).
The limitations of this study included bias in participant 
selection since all participants for the survey were volunteers, and 
were accessed through researcher contact only. Volunteers tend to 
be less conforming than nonvolunteers, therefore the results may be 
biased. Also, the method of distribution of the surveys precluded 
any way to identify if any differences existed between respondents 
and non respondents. Additionally, the particular departments 
respondents came from may not represent the organization as a 
whole. Research also shows that the type of information obtained 
using this methodology tends to be skewed towards both a higher 
level of negativity and strong feelings regarding the subject matter 
under investigation. Part of the researcher's constraint on data
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sensitivity of the subject the researcher was not able to collect the 
data in a formal way, for fear of creating further controversy. 
Although the researcher had frequent access to employees, the study 
was not formally supported by the organization. The researcher 
assumes since the subject did not appear to have high salience for 
the employees, or that their response would not make a significant 
difference in their lives, many potential respondents chose not to 
return the survey. Additionally, the controversial nature of the 
subject may have contributed to the low return rate (33%). Another 
contributing factor had to do with the survey itself. The survey 
required the respondent to think carefully and critically, and may 
not have been understood by everyone. Many people are unwilling 
to contribute the time and energy without some direct benefit.
In truth, most, if not all, research methods and approaches 
have serious flaws, and, therefore, it is really not possible, at least in 
principle, to do good sound methodological research (McGrath, 1982). 
However, in spite of the theoretical and practical constraints, the 
researcher chose to investigate an area that is only now beginning to 
be studied, and although the research may not be methodologically 
sound in the classical sense (and yet, as attested to above, this is 
really not possible) much of what was found is useful for heuristic 
purposes and can help to formulate future research problems.
R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
CHAPTER 4 
PRESENTATION OF THE DATA 
In tr o d u c tio n
The material available for analysis was obtained from 205 
completed surveys, out of a total of approximately 600 distributed to 
employees in the organization. The intent of the survey was to 
generate information in response to the following research questions.
1. What strategies do upper management, middle 
management, supervisors, and line staff believe exist in the 
organization for valuing cultural diversity among employees.
2. What are the similarities and/or differences in the success 
of these strategies as perceived by the four target groups?
3. What should these strategies be as defined by each of the 
four target groups?
4. What key issues surface which will be important for
managers and leaders to consider when developing
organizational strategies for valuing and integrating culturally 
diverse employees?
The survey consisted of two parts. The first part was a series
of questions in which participants were asked to identify the valuing
cultural diversity efforts they recognized that existed in the 
organizations, and to rate the effectiveness of those strategies. 
Respondents were also asked to respond to a series of Likert scale 
statements evaluating the organization's overall cultural diversity 
efforts. The first section of this chapter presents this data by 
comparing differences and similarities in responses among the four
60
R eproduced  with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
61
research groups: upper management, middle management,
supervisors, and line staff. Additionally some key responses were 
compared based on cultural/ethnic background. Part two of the 
survey consisted of open ended questions in which respondents were 
asked to provide further information on their attitudes and ideas for 
organizational strategies for valuing a culturally diverse work force. 
Responses to the open ended questions are presented in the second 
section of this chapter. Specific themes, fairly broad in scope, which 
emerged from the data were identified and examples of the 
responses were provided for each of the themes.
There is formal emphasis on cultural diversity at the 
organization. The questions asked in the survey reflected the 
emphasis these programs have taken, and were used in order to 
determine the extent to which these programs have been successful. 
(See Appendices B and C for specific examples of cultural diversity 
strategies and policies existing at the organization.)
Research Q uestion 1
What strategies do upper management, middle management, 
supervisors, and line staff believe exist in the organization 
for valuing cultural diversity among employees?
The first question on the survey asked respondents to identify
those strategies they were aware existed at the organization. Table 4
depicts the responses to those particular strategies that do  exist at
the organization. As is expected, management (upper and middle
management, and supervisors responses were combined since there
was little difference between them) had more accurate knowledge in
general of what strategies the organization had in place. However,
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with some strategies, such as mentoring programs and flexible 
benefits, line staff indicated greater knowledge.
Table 4
Organizational strategies for valuing a culturally 
diverse work force as identified by managers, 









45 (78%) 86 (58%) 131 (64%)
Cultural Diversity 
Committees/Task Forces
44 (76%) 51 (35%) 95 (46%)
Training for managers in 
valuing cultural diversity
38 (66%) 43 (29%) 81 (40%)
Mentoring Programs 10 (17%) 30 (20%) 30 (20%)
Flexible hours/benefits 16 (27%) 59 (40%) 75 (37%)
Conflict Resolution class 25 (43%) 31 (21%) 56 (27%)
Research Question 2
What are the similarities and/or differences 
in the success of these strategies as perceived 
by the four target groups?
The following section reports on survey questions 2,and 4 
through 15. It contains tables 5 through 13, and figures 4 through 
23 which compare the responses of management to line staff, and 
responses across ethnic/cultural groups.
The second survey question asked respondents to evaluate the 
strategies they identified in question one by the degree of success or 
lack of success in two areas - raising awareness and changing 
behavior (see Tables 5 & 6). Less than half responded to this 
question, but those who did respond indicated they believed greater 
success existed for raising awareness then actually bringing about 
any change in behavior. In general, management as a group, first 
with upper management, middle management and then supervisors,






















m anagem en t
Middle
m anagem ent
Superv isors Line staff
Cultural Diversity n=36 n=5 n=l 8 n = 13 n = 6 1
Celebrations
Successful* 27 (75%) 4 (80%) 12 (67%) 11 (85%) 36 (59%)
Unsuccessful 1 (3%) 1 (20%) - - 8 (13%)
Cultural Diversity n=33 n=5 n= 19 n=9 n=42
Committees/Task Forces
Successful 19 (58%) 5 (100%) 10 (53%) 44% (4) 20 (485)
Unsuccessful 1 (3%) - 1(5%) - 6 (14%)
Training for managers in n=3 2 n=4 n=18 n=10 n=30
cultural diversity
successful 22 (69%) 4 (100%) 13 (72%) 5 (50%) 13 (43%)
unsuccessful 1 (3%) - 1 (6%) - 7 (23%)
Mentoring programs n=9 n=2 n=4 n=3 n=23
successful 6 (67%) 1 (50%) 3 (75%) 2 (62%) 9 (39%)
unsuccessful 3 (33%) - - - 8 (35%)
Flexible hours/benefits n= 14 n=3 n=7 n=4 n=34
successful 9 (64%) 2 (67%) 4 (57%) 3 (75%) 21 (62%)
unsuccessful - - - 4 (12%)
Conflict resolution n=23 n=3 n = 12 n=8 n=32
classes
successful 14 (61%) 3 (100%) 7 (58%) 4 (50%) 13 (41%)
unsuccessful 1 (4%) - 1 (8%) - 5 (16%)



















Degree of success cu ltu ra l diversity stra teg ies lave on changing behav io r. (Q uestion
Total




m anagem en t
Supervisors Line staff
Cultural Diversity n=3 1 n=5 n= l 7 n=9 IIc
Celebrations
Successful* 4 (13%) 1 (20%) 1 (6%) 2 (22%) 9 (20%)
Unsuccessful 9 (29%) 1 (20%) 4 (24%) 4 (44%) 13 (29%)
Cultural Diversity n=33 n=5 n = 19 n=9 n=32
Committees/Task Forces
Successful 10 (30%) 4 (80%) 4 (21%) 2 (22%) 5 (16%)
Unsuccessful 4(12%) - 2 (10%) 2 (22%) 7 (22%)
Training for managers in n=29 n=4 n = 1 8 n=7 n=25
cultural diversity
successful 17 (57%) 2 (50%) 10 (56%) 5 (71%) 10 (40%)
unsuccessful 4 (14%) - 2 (11%) 2 (29%) 8 (32%)
Mentoring programs n=8 n=2 n=4 n=2 n = l 1
successful 4 (50%) 1 (50%) 2 (50%) 1 (50%) 33% (5)
unsuccessful 1 (12%) - - 1 (50%) 40% (6)
Flexible hours/benefits n=14 n=3 n=7 n=4 n=27
successful 7 (50%) 1 (33%) 3 (43%) 3 (75%) 16 (59%)
unsuccessful 1 (7%) - - 1 (25%) 5 (18%)
Conflict resolution n=22 n=3 n= 12 n=7 3 II to Oi
classes
successful 10 (46%) 3 (100%)l 5 (42%) 2 (29%) 7 (28%)
unsuccessful 1 (4%) - 1 (8%) - 4 (16%)
*Neutral rating is not inc uded
o\
65
gave the programs a higher rating of success than line staff, although, 
supervisors and line staff did indicate a higher rate of success for 
flexible benefits/hours. This was supported by the open ended 
responses as well, since the respondents who wrote of the need for 
flexible hours and holidays were primarily supervisors and line staff. 
Among management the rating for the mentoring program was fairly 
evenly divided, however the number of respondents who rated this 
program was very small.
The fourth question on the survey asked respondents to decide 
whether the organization had sufficient strategies for valuing a 
culturally diverse work force. In general the survey respondents 
from all groups indicated that the organization needed more 
strategies (see Table 7). Only 14 survey respondents felt that fewer 
strategies are needed. Table 8 displays this same question but 
broken down by ethnic category. The data shows that as a group 
African Americans believed that the organization needs more 
strategies, followed by Latino-Hispanic, All Others, Filipino, Asian, 
and lastly European Americans.
In question five survey respondents were asked to compare 
the organization with other organizations and determine to what 
degree this organization respects and values cultural differences 
among employees. For the most part, all groups rated the 
organization as average or above average (see Figures 4 & 5). 
However, two out of the six upper managers rated the organization 
below average. Whereas 61% of management as a group rated the 
organization above average only 47% of the line staff did so. Table 9 
shows the distribution of responses by ethnic/cultural background.


















Ratings of the amount of strategies needed for valuing a culturally diverse
work force in the organization by organizational level. (Question 4)







Need 35 5 1 6 1 4 69%
m ore (64%) (83%) (55%) (70%) (84)
Need 3 - 3 - 1 1
few er (5% ) (10%) (9%)
Right 1 7 1 10 6 27
am ount (40%) (17%) (34%) (30%) (22%)
Table 8
Ratings of the amount of strategies needed for valuing a culturally diverse 
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^Tables 7 -9 do not include a Total category since tie  purpose of the study is 
to show the differences between the four groups. Additionally the larger 






Degree to which the organization respects and values 
differences among employees as reported by total 
employees, management, and line staff. (Question 5)
Total respondents = 184
m s a , i  i l l , ■ I ----------| E M  ,Mi , 1 l ---------- ,E W ^ .  M
below average above below average above below average above
average n=68 average average n=15 average average n=53 average
n=22 n=94 n=6 n=33 n=16 n=61
TOTAL HflAWAOIllIIMT yM I ©TA1FIF
Figure 5
Degree to which the organization respects and values 
differences among employees as reported by upper 




below average above below average above below average above
average n=0 average average n=8 average average n=7 average
n=2 n=4 n=l n=20 n=3 n=9
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Twenty-seven percent of African Americans rated the organization 
below average with 23% of the Latino-Hispanics doing the same. 
However, only seven percent of those in the European American 
category rated the organization below average. A full 63% of them 
gave it an above average rating.
Table 9
Degree to which the organization respects and values 
differences among employees as reported by 










Below 6 - - 6 7 4
A verage (27% ) (23% ) (7% ) (20%)
A verage 10 6 4 6 28 13
(45%) (46%) (66%) (23%) (29%) (65%)
Above 6 7 2 14 6 1 3
average (27%) (54%) (33%) (53%) (63% ) (15%)
Starting with questions 6 through question 8 survey
respondents were asked to evaluate first their department 
administrator, then their immediate supervisor, and finally their co­
workers on the degree to which these individuals or groups respect 
and value cultural diversity. For the most part survey respondents 
were highly satisfied with their department administrator and 
supervisors (Figures 6-9). When it came to co-workers however, 
except in the case of upper management, survey respondents were 
less satisfied (see Figures 10-11). Table 10 compares survey 
respondents ratings for the organization, department administrators, 
supervisor, and co-workers. All groups rated department 
administrators, supervisors, and co-workers more highly than the 
organization. Ratings for co-workers were not as high as they were
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Figure 6
The degree to which respondents agree that the department 
adm inistrator respects and values cultural differences 
between employees as reported by total employees, 
management, and line staff. (Question 6)










The degree to which respondents agree that the department 
adm inistrator respects and values cultural differences 
between employees as reported by upper m anagement, 
middle management, supervisors. (Question 6)
100
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Figure 8
The degree to which respondents agree that the supervisor 
respects and values cultural differences between employees 
as reported by total employees, management, line staff.
(Question 7)
Total respondents = 187
100
I
disagree neutral agree 
n=19 n=43 n=88
disagree neutral agree
n=l n= ll n=37




The degree to which respondents agree that the supervisor 
respects and values cultural differences between employees 
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Figure 10
The degree to which respondents agree that the co-workers 
respects and values cultural differences between employees 

















disagree neutral agree 
n=26 n=39 n=80
-  -  Figure 11
The degree to which respondents agree that the co-workers 
respects and values cultural differences between em ployees 







n=4 n=5 n= ll
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for department administrators and supervisors, except in the case of 
upper management. Line staff as a group rated their department 
administrators and supervisors higher than the organization as a 
whole.
Table 10
Ratings for support of cultural diversity strategies as 
reported by upper management, middle management, 
 supervisors, and line staff. (Question 5-8 )______






4 (67%) 5 (83%) 5 (100%) 5 (83%)
M iddle
m anagem ent
20 (69%) 25 (81%) 19 (70%) 21 (66%)
Supervisors 9 (47%) 14 (70%) 13 (76%) 11 (55%)
Line staff 61 (47%) 87 (61%) 88 (64%) 80 (55%)
Total 94 (51%) 131 (65%) 88 (67%) 117
(57%)
* Above average rating for the organization on respecting and valuing
cultural difference among employees.
**Agree rating that individual respects and values cultural 
differences.
The 9th question asked survey respondents to rate the degree 
to which their values and the organization's values on cultural 
diversity are similar. Management as a group had fairly similar 
responses with over 50% agreeing with the statement - "I find that 
my values and the organization's values on cultural diversity are 
very similar." Among line staff, however, only 44% agreed with the
statement, with 31% giving a neutral rating (see Figures 12 & 13).
Table 11 shows this same breakdown, but for ethnic/cultural
background. The data shows that African Americans have the 
greatest percentage who disagree with the statement.
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Figure 12
The degree to which the respondents agree that the 
organization's values on cultural diversity is sim ilar to 
his/her own as reported by total employees, management,
line staff. (Question 9)
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Figure 13
The degree to which the respondents agree that the 
organization's values on cultural diversity is sim ilar to 
his/her own as reported by upper management, middle 








R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
74
Table 11
The degree to which the respondents agree that the 
organization's values on cultural diversity is sim ilar to 










d isag ree 1 1 1 1 2 13 8
(46%) (8%) (14%) (7%) (12%) (35%)
n e u tra l 3 3 2 1 1 3 2 7
(12%) (25%) (29%) (39%) (31%) (30%)
agree 10 8 4 15 5 9 8
(42%) (67%) (57%) (54%) (57%) (35%)
Question 10 sought to determine what the survey respondents 
felt about how honest and fair the organization is in its dealing with 
employees regardless of the employees cultural background. Eighty- 
one percent of the managers agreed with the statement - "Most of 
the time the organization is honest and fair in dealing with its 
employees regardless of the employee's cultural background" - 
compared to only 60% of line staff (see Figures 14 and 15). Table 12 
shows the breakdown by cultural/ethnic background. Of all of the 
groups, except African Americans, over 50% of the respondents 
agreed with the statement.
Table 12
The degree to which the respondents believe the 
organization is honest and fair in dealing with its 









d isag ree 36% (9) 17%(2) - 17% (5) 9% (9) 22%(5)
n e u tra l 20% 17% 14% 21% 17% 22%
(5) (2) (1) (6) (17) (5)
ag ree 44% 67% 86% 62% 74% 56%
(11) (8) (6) (18) (76) (13)
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Figure 14
The degree to which the respondents believe the 
organization is honest and fair in dealing with its 
em ployees regardless of the em ployee's background  
by total employees, management, and line staff.
(Q uestion 10)

















The degree to which the respondents believe the 
organization is honest and fair in dealing with its 
em ployees regardless of the employee's background by 
total employees, management, and line staff. (Question 10)
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Figure 16
The degree to which the respondents believe the rules by 
which this organization functions are such that everyone  
gets a fair break on the job regardless of the employee's 
ethnic/cultural background reported by total em ployees, 
management, and line staff. (Question 11)





20 nn i  11 1 I .......... 'I I----------1
disagree neutral agree disagree neutral agree disagree neutral agree
n=29 n=34 n=134 n=6 n=9 n=43 n=23 n=25 n=91
Figure 17
The degree to which the respondents believe the rules by 
which this organization functions are such that everyone 
gets a fair break on the job regardless of the employee's 
ethnic/cultural background reported by upper m anagem ent, 
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Figure 18
The degree to which the respondents believe there are good 
opportunities at the organization for those who want to be 
prom oted regardless of their ethnic/cultural background as 
reported by total, employees, management, line staff.
(Q uestion 12)
Total respondents = 197
disagree neutral agree
n=16 n=34 n=147
j m L ,
disagree neutral agree
n=6 n=8 n=44
4------- , m m  |
disagree neutral agree
n=10 n=26 n=103
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Figure 19
The degree to which the respondents believe there are good 
opportunities at the organization for those who want to be 
prom oted regardless of their ethnic/cultural background as 
reported by upper management, middle management, and  
supervisors. (Question 12)
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Question thirteen asked respondents about a particular policy 
the organization has on language usage. Respondents were asked to 
check either yes or no as to whether they knew if the following 
policy was in existence at the organization:
When providing care, employees and physicians should not 
exclude patients from conversations. Communications in
technical jargon, whispers, or foreign languages either should
not take place in the patient's presence or should be fully 
explained or translated for the patient. The provider should 
make an effort to communicate directly or through an 
interpreter in the language best understood by the patient 
whenever possible.
A total of 165 employees were aware of the policy, 34 were not. and
10 did not respond. Respondents were then asked whether they
thought the previous statement should be a policy at this 
organization. An overwhelming number agreed that it should, and 
this response (upper management = 100%, middle management = 
90%, supervisors = 83%, line staff = 88%) was fairly consistent across 
research groups (see Figures 20 and 21).
Question 15 was an attempt to discover what survey 
respondents believed should be the policy on informal language 
usage. Respondents were asked specifically whether or not they 
thought that there should be any restrictions on what language is 
spoken in non-work areas such as the employee lounge. Although 
the majority of managers agreed that there should be no restrictions 
only about half of line staff agreed there should be some kind of 
restriction. Approximately one third of the line staff believed their
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Figure 20
The degree to which respondents agreed  
with the organization's Standards of 
Expected Behavior for Language. (Question 14)
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Figure 21
The degree to which respondents agreed 
with the organization's Standards of 
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should be no restrictions. Upper managers were evenly divided on 
the question (see Figures 22 and 23).
Research Question 3
What should those strategies be as defined by 
each of the four target groups?
Question 3 on the survey attempted to discover what survey 
respondents thought were the best strategies organizations should 
use to value a culturally diverse work force. Tablesl4 and 15 show 
the combined first and second rankings by organizational level,
Tables 16 and 17 show the combined rankings for third, fourth, and 
fifth rankings. Respondents were asked to prioritize their top five 
choices with number one being the most important. An 'other'
category was also given. Only six respondents provided additional
strategies, and they are listed after table 17. Most of the survey 
respondents who had additional comments on the types of strategies 
that organizations should employ wrote those suggestions in 
response to the open ended questions at the end of the survey. The 
strategy receiving the greatest number of first and second rankings 
by all groups was training for managers in valuing a culturally 
diverse work force. A close second and third was for the same kind
of training for employees as well as mentoring programs. Once again
line staff rated flex hours/benefits higher than management did as a 
whole; however, three out of six upper management survey 
respondents put it in their top four rankings.
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Figure 22
The degree to which the respondents agree that among 
employees (e.g. in the employee lounge) their should be no 
restrictions on what language is spoken by total, employees 
management, line staff. (Question 15)
Total respondents = 197
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Table 14
1st and 2nd rankings of upper and middle management for
cultural diversity organizational strategies** (Question 3)
Upper managers 
n = 6
M iddle m anagers 
n = 24
1. Training for employees in 
valuing a culturally diverse work 
force. (4)*
1. Training for managers in 
valuing culturally diverse work 
force. (20)
2. Training for managers in 
valuing a culturally diverse work 
force. (3)
2. Training for employees in 
valuing a culturally diverse work 
force. (16)
3. Mentoring programs. (2) 3. Mentoring programs (8)
4. Flex hours/benefits. (2) 4. Cultural diversity 
celebrations. (3)
5. Cultural diversity 
committees/task forces. (1)
5. Culturally diverse 
committees/task forces. (2)
6. Flex hours/benefits. (2)
7. English as a second languages. 
(2)
*(n) = number choosing strategy as first or second choice. 
**Idiosyncratic responses which were not shared by more then one 
survey respondent were not used, except in the case of upper 
m anagem ent.
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Table 15
1st and 2nd rankings o f supervisors and line staff for
cultural diversity organizational strategies (Question 3)




1. Training for managers in 
cultural diversity. (11)
1. Training for managers in 
cultural diversity. (44)
2. Training for employees in 
cultural diversity (8)
2. Training for employees in 
cultural diversity. (31)
3. Cultural diversity 
committees/task forces. (2)
3. Mentoring programs. (29)
4. Mentoring programs. (2) 4. Conflict resolution classes. 
(19)
5. English as a 2nd language. (2) 5. Flex hours/benefits. (18)
6. English as a 2nd language. 
(17)
7. Cultural diversity 
committees/task forces. (16)
8. Spanish speaking classes. (15)
9. Cultural diversity 
celebrations. (14)
10. English speaking classes. 
(12)
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Table 16
3rd - 5th rankings of upper and middle management for
cultural diversity organizational strategies (Question 3)
Upper Management 
n=6
Middle M anagement 
n=24
1. Training for manager in 
cultural diversity. (3)*
1. Conflict resolution classes. 
(14)
2. Conflict resolution classes (3) 2. Mentoring programs (13)
3. Mentoring programs. (2) 3. Cultural diversity 
committees/task forces (12)
4. English as a 2nd language. (2) 4. Cultural diversity 
celebrations. (11)
5. Spanish speaking classes. (2) 5. English as a 2nd language. (9)
6. Training for employees in 
cultural diversity. (7)
7. Training for employees in 
cultural diversity. (4)
8. Spanish speaking classes. (4)
9. Flexible hours/benefits. (3)
10. English reading classes. (2)
*(n) = number of choosing strategy as third, fourth, and fifth choices.
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Table 17
3rd - 5th rankings of supervisors and line staff for cultural





1. Cultural diversity 
celebrations. (10)*
1. Training for employees in 
cultural diversity. (41)
2. Mentoring programs. (9) 2. Conflict resolution classes. 
(37)
3. Cultural diversity 
committees/task forces. (7)
3. Cultural diversity 
celebrations. (36)
4. Training for employees in 
cultural diversity. (5)
4. Mentoring programs. (35)
5. Conflict resolution classes. (4) 5. Cultural diversity 
committees/task forces. (31)
6. Training for managers in 
cultural diversity. (3)
6. Training for managers in 
cultural diversity. (30)
7. English as a 2nd language. 
(29)
8. Spanish speaking classes. (17)
9. Flex hours/benefits. (15)
10. English reading classes. (11)
11. Other. (4)**
*(n) = number of choosing strategy as third, fourth, and fifth choices. 
** Reading and speaking classes as mandatory; Spanish as a 2nd 
language; groups projects which include a variety of culturally 
diverse employees; awareness of career ladder, promotion programs 
for employees of culturally diverse backgrounds; restructuring 
merit/performance evaluations to reflect that this is an important 
issues.
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Research Question 4
What key issues surface which will be important for 
managers and leaders to consider when developing 
organizational strategies for valuing and integrating 
culturally diverse employees?
The variety and differences in the survey respondents' 
answers to the open ended questions reflected the complexity of this 
issue. A number of themes emerged from the responses, but because 
of the many similarities the researcher chose to collapse the themes 
into following categories:
1. General responses on how cultural diversity is perceived.
2. Evaluation of organizational efforts
3. Survey respondents own recognition of their ignorance around 
what organizational strategies are in place.
4. Identifying the "undiscussability" of the subject.
5. The theme of wanting to minimize cultural differences and 
instead focusing on individual differences.
6. The assessment of department administrators and supervisors.
7. The assessment of co-workers attitudes to cultural diversity 
among each other.
8. The perception that minorities, or Caucasians, receive special 
treatment, or that it makes no difference.
9. Use of language other than English in the work place.
10. Comments on cultural interest support groups.
11. Mutual respect needed.
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12. Miscellaneous comments.
As can be expected many of the responses fell on a continuum 
for each of the identified themes. Only a selected number of 
responses have been included; therefore, the researcher made a 
concerted effort to ensure inclusion of the different examples in 
order to reflect the breadth and scope of the variety of responses. 
When the organization was identified by its name the word 
"organization" was substituted in its place.
1. General responses on how cultural diversity is
p e r c e iv e d .
A major theme expressed by survey respondents in a variety 
of ways had to do with how cultural differences are perceived by the 
respondents, as well as how organizations should approach cultural 
differences in the work force. Responses varied from identifying 
cultural differences in a positive vein as expressed by one line staff 
to a contrary view on the part of another line staff
I think cultural diversity makes for a better work place to
serve our members so they feel more comfortable. Personally, 
cultural diversity enriches my life. It's interesting to see how 
other people have traditions and understand different views
and perspectives.
To a contrary view on the part of another line staff:
No - Quit emphasizing differences - try for cohesiveness based 
on cooperation and good teamwork (Why did these non-US 
based born people come here?). Emphasize patriotism to the 
US! Raise consciousness that this country needs to become one 
to succeed and continue to increase the standard of living for
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all.
Anther line staff response was:
We live in the USA. Cultural differences in the work place 
should not exist after 1-2 generations of living in America.
The organization should not adopt policies that perpetuate 
cultural differences generation after generation. We need to 
become Americanized to build a strong America.
However, this same person continues somewhat differently and 
writes: "The organization should, however, be tolerant,
understanding and respectful to those individuals who come from 
different backgrounds."
Another line staff respondent wrote:
I truly don't think cultural background has a lot of place in the 
work place. You are here to do a job so you should do it, 
regardless of your cultural or ethnic background. If you can't 
or won't then you should be transferred to a job level you can 
deal with competently.
A similar response was expressed by this line staff respondent:
Cultural diversity should be an individual option, not this 
organization's policy. I can, on my own time, pursue my ethnic 
culture; not on the organization's time. Many of us have a need 
to seek out our heritage, but we need to leave our cultural 
differences at home (if possible).
A few respondents referred to religious issues as well. One 
respondent wrote:
I was raised in a family to believe we are all God's children. I 
am free of the bondages that racism brings into ones life. I am
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white-American from a family where 'minorities’ have married 
into, with no family member getting upset. However I feel this 
new emphasis on cultural diversity and all the different 
languages swirling around me during my work day makes me 
very aware of my race - and this I'm not comfortable with. I 
can see reverse discrimination rearing its ugly head. Instead of 
pointing out differences - point out shared interest and goals. 
One respondent expressed indirectly his attitude about the 
organization's responsibility to valuing a culturally diverse work 
force by not answering the question on the survey on whether or not
there are too few, too many, or just the right amount of strategies to
value a culturally diverse work force. He wrote instead: "There are
higher priorities!" Another line staff wrote:
When people come to this country they need to integrate into
an outside culture, respect it, yes, but not succumb to it. This is 
what we see happening in this country, the American way
being put on he back burner so that we do not neglect the
other. This is what is happening here at this organization
instead of an English speaking facility. I hear foreign languages
spoken and encouraged, such as your questions #15. Your 
concern is to establish cultural days for cultures other than 
American. We have a lot to celebrate in this county, this 
organization is a free organization because of this country, that 
is something to celebrate.
A few respondents pointed out that valuing cultural diversity 
requires going beyond affirmative action and EEO regulations. An 
upper management survey respondent wrote: "Too much emphasis
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is placed on minorities rather than cultural diversity. Cultural 
diversity is not just an EEO issue. It speaks to more than color or 
ethnic background alone." Another upper management level 
respondent put it this way:
This organization as any other organization, is made up of 
people. As a society we tend to migrate towards others or 
groups we feel most comfortable with. This is the "we", 
everyone else is "they". This frequently occurs with cultural 
groups. When we put all these "we's" together in an 
organization we tend to create territories. Management's role 
is to break down these barriers through education and 
leadership. In the end it is the people who must want to 
change. It can't be legislated into existence.
Another survey respondent, a line staff, identified ways in which the 
organization could be more pro-active, she wrote:
We have many individuals who are in highly skilled positions, 
(MD's, lab techs, etc) who represent other cultures. They 
should be encouraged to take an active stance toward helping 
this idea along. Too often, Americans only see those from other 
cultures working in menial (sic) jobs. It is important for them 
to be exposed to and interact with blacks, Chinese, etc. who 
have attained high positions. Perhaps two or three doctors 
could be on a panel to discuss what they had to do that was 
extraordinary to overcome bias to get where they are (maybe 
you're already doing this. . .) Also, I hope that these ethnic- 
base sub-committees interact with each other as well as form 
internal support systems.
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Another line staff wrote:
In what is visible to most employees - cultural - tends to be 
shown in costume and food. What is more important is thought 
processes. Many these are aligned along cultural lines.
Learning to value a fellow employee by learning how he/she 
(thinks - or learns - personality quota) whether culturally 
diverse or not is more important.
2. Evaluation of organizational efforts.
Survey respondents' perception of the organization's effort in 
valuing cultural diversity varied as well. One respondent, a middle 
manager, believed the organization "has been slow to embrace the 
issue of cultural diversity”, and that "there has not been a wide 
impact of information or priority in seeing that employees value and 
learn more about other cultures." An African American supervisor 
pointed out that at administration meetings:
Many managers have been seen rolling their eyes, becoming 
very restless, and some leave to make phone calls or other 
behaviors that shows disinterest. No questions are even asked. 
An example from a security employee - 'I'm not prejudice, but 
these goddamed chinks' - Ridiculous! I was shocked!
Yet another middle manager wrote: "This organization leads most
organizations in multiple areas". Another line staff echoed the idea 
that the organization is ahead of other organizations with regards to 
valuing a culturally diverse work force: "This is the first health care 
setting in which I am aware that anything regarding cultural 
differences programs exists." One middle manager expressed a 
concern around employees needing to "fit in": "I feel that many see
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the need for individuals to fit into an established culture." Another 
line staff also mentioned this same concern, she wrote:
I think an effort is made to respect the person himself or 
herself no matter the race/background, but that effort not 
always given to helping the employee find ways to meet the 
expectations in a department that is white professional 
departm en t.
A particularly high rating was provided by one respondent who 
wrote: "This is one of the most outstanding organizations I've seen
that reaches out to all employees and provides all sort of programs 
for them." A similar response was expressed by another line staff: 
"This organization seems to be committed to equal opportunity and 
fair treatment for its employees." And still another middle manager 
wrote: "This organization leads most organizations in multiple areas."
An African American supervisor concurred: "I think this
organization has the best policies on value/respect of all different 
groups." Many of the respondents evaluated the organization highly 
by citing the number of culturally diverse employees at the 
organization:
From my brief time at this organization I see many 
nationalities and races working together with respect for one 
another. Valuing cultural diversity to me simply means that no 
barriers exist solely due to prejudice regarding other races or 
cu ltures.
Another respondent wrote: "We have a long history of employing
diverse physicians and employees." Yet, this same person admitted:
"I think we could do better."
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The theme of "doing better" emerged a number of times, 
particularly as it related to San Diego's diverse work force: "We
could and should be doing more in San Diego. Especially with the 
diverse cultural backgrounds of our membership, community, and 
the work force that comes from this environment." And, from an 
African American supervisor:
It is my opinion that this organization is behind other 
organizations and now its time to play catch up. I do feel the 
organization is sincere, but, respect is something you cannot get 
over night, and due to the many prejudice of this organization's 
employees - 'I say this from experience' - this organization has 
a long way to go.
Another African American supervisor wrote: "Even though there has
been training opportunities for managers/exempt employees there 
isn't representation of the multi-cultural make-up of the work force 
proportionally at the top and mid management levels." A number of 
respondents indicated an awareness that the organization is in the 
beginning stages of recognizing the value of a culturally diverse work 
force. Statements such as the following by an employee are 
examples of this: "This organization has made a commitment to be
more aware of cultural differences and that’s a first step. I also feel
our work force is culturally diverse. There's certainly room for 
improvement, especially in middle and upper management 
representation." Another survey respondent from upper 
management expressed a very similar thought, but also recognized
the subtlety around this issue:
We are just at the beginning of this effort. A lot of things we
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are doing now are imitative and there hasn't been time yet to 
evaluate efficiently the impact certain strategies are having.
We are only just beginning to learn to respect cultural 
differences. We have a long way to go before we truly value 
them .
Another survey respondent, also from upper management, expressed 
his/her own lack of full understanding of this issue. He/She wrote:
As I fill this out I realize that I do not have a good feel for the 
cultural climate at the level of direct interface with our 
members. We mouth our values and goals and I am not aware 
of actual negative incidents - but that does not mean we 
achieved our desired state. I do not sense ongoing practices 
that pay attention to cultural diversity - or keep us in tune - 
that we often become aware when a member has difficulty 
adhering to a care need - not our pro-active work.
Finally one respondent put it succinctly: "Keep up the good work!"
A number of statements addressed the issue of intended and 
perceived changes. The responses indicate a recognition of the 
intended change: "I see the organization as 'talking' culture diversity
but not 'walking' it. In other words there is little tangible evidence 
to show that increasing culture diversity, particularly among 
management is genuine." And, from another survey respondent: "I
think sometimes there is lip service to this concept and not an honest 
support of it." Perceived and intended changes were assessed in the 
same way by this respondent: "[I] would like to see more concrete
examples of valuing diversity rather than what appears to be only 
lip service." And, still another respondent expressed a similar belief
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- "The organization's stated values are only as good as the 
commitment and demonstration of that commitment, by managers 
and employees. It is still evolving." Some of the respondents wrote 
explicitly about their understanding of the organization's visions and 
policies in this area: "They [the organization] are concerned with
having a work force of satisfied personnel. This is just one concern. 
The vision 'Employer of Choice' = greater numbers of culturally 
diverse personnel." Another employee referred to the organization's 
Vision in this way:
I feel this organization has always had an outstanding record 
for hiring minority employees and has always supported 
affirmative action goals, especially in San Diego. The Vision 
statement makes it clear, as well, that valuing cultural 
diversity counts at this organization.
Survey respondents also expressed their ideas as to the kinds 
of strategies and programs the organization needed to do - or not to 
do- to improve on its effectiveness in this area. Approximately 10 
respondents specifically identified the need for more classes to 
increase employees awareness and understanding about cultural 
differences. These suggestions came from all levels of the 
organization. An Asian line staff wrote: "Teaching staff about
different cultures should be a routine ongoing education." A 
supervisor who identified herself as European American, wrote:
Perhaps this organization could look into developing a program 
designed to educate workers about the various cultural 
backgrounds that are represented in our work force. A 
program of this nature might assist employees in reaching a
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better understanding of their co-workers. In addition, such a 
program would also benefit the employees in deal with our 
culturally diverse membership.
Another employee who was a supervisor, but is now a line employee, 
and who is married to someone from a different cultural group than 
hers wrote: "Continue to affirm differences in people's cultural
backgrounds and perhaps have seminars available to all to raise 
awareness for our cultural differences. It makes for a better world." 
A middle manager also wrote that the organization needs "regular 
classes on cultural backgrounds of each culture and to increase 
awareness." A similar kind of thinking was expressed by a number 
of respondents. One middle manager wrote on how important it is to 
value differences and to remember to "ask if you don’t understand a 
specific cultural practices. Show an interest in values and cultures 
different from your own."
Although only one respondent specifically identified the need 
for more mentoring, stating that we "need to do more mentoring and 
advancing of seniors/front line people (regardless of cultural 
background)" this maybe due to the fact that mentoring is a 
relatively unfamiliar concept for most employees.
A few respondents wrote that more discussion needs to occur 
in staff meetings and public forums. A middle manager wrote that 
the organization needs to "create opportunities for those from other 
cultures to share their culture - i.e. department luncheons, 
workshops, etc. There is a need for more interaction on a non-work 
level." A supervisor recommended that staff meetings include 
"discussions about the different cultures represented on the staff."
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Two respondents suggested that the organization should 
celebrate and recognize individual cultural holidays. One employee 
suggested the elimination of "the X-mas holiday, as it is unfair to 
other cultures, or offer another free floating religious holiday 
(w/pay) to those of other faiths - Jews, Moslem, etc." Along with the 
idea of celebrating different cultural holidays a number of 
respondents suggested that flex time and flex holidays be provided 
by the organization. One middle manager suggested that "allotted 
holiday time could be swapped for particular cultural holidays and 
used through the year." This same manager pointed out a possible 
complication: "But you would need to have each employee declare
what holidays they observe to prevent a holiday time and a half 
problem." A few respondents, both middle managers, and African 
Americans recommended merit increases and performance 
evaluation be tied into cultural diversity. One of them believed the 
organization should look at "merit increases and positive 
performance evaluations related to cultural diversity."
An African American supervisor pointed out the subtlety 
around the different values we place on the kind of experience 
people bring to the organization. "Some cultures emphasize formal 
education and others don't. I feel strongly that this organization 
tends to only consider formal education when promoting with little 
or no consideration for length of service and past performance. This 
seems unfair."
Survey respondents also wrote about how they saw the role of 
organizational leaders in this area. One Asian line employee wrote: 
"Leaders should acknowledge culture differences. They should learn
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how each culture interacts in the work force." Another was very 
direct, and simply wrote: "Just try not to fake it.”
3. Survey respondents own recognition of their ignorance 
around what organizational strategies are in place.
A genuine lack of knowledge about the organization's efforts in 
this area was expressed by some of the survey respondents: ” [I] do
not have knowledge/examples plus or minus incidents to 
demonstrate value or to negatively effect cultural diversity. We say 
a lot but just seem to continue as we are - no action/change.” One 
respondent, although expressing lack of knowledge about the 
organization's efforts, still wrote that she saw "many culturally 
diverse employees - in all levels of work." Even for those who 
weren't able to assess the effectiveness of the organization they still 
believed the organization should take the lead in this area:
"Honestly, I wouldn't know [about the organization' success in 
valuing a culturally diverse work force], however, I think the 
organization should take the lead in setting standards for having a 
culturally diverse work environment."
The question in the survey asking respondents to compare 
their values on cultural diversity in the work force with those of the
organization had some surprising responses. A number of the survey
respondents stated they were unfamiliar with the organization's 
values towards culture diversity: ”1 don't know my organizations
values. I know policies exist to prevent discrimination and I know 
programs exist to promote understanding." A second respondent 
echoed this idea: "At this time I am still trying to find out exactly
what is the organization's values on cultural diversity."
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4. Identifying the "undiscussability " of the subject.
One respondent wrote about the 'undiscussability' of the 
subject when she pointed out that it was "difficult to know [about 
what was going on in the organization on cultural diversity] since 
people are reluctant to discuss these issues." This was also 
mentioned by another employee who wrote: "This organization
seems to defer occasionally to the detriment of the main stream since 
work attitude and values can not be openly discussed dues to fear of 
'prejudice'."
5. The theme of wanting to minimize cultural differences 
and instead focusing on individual differences.
At least 15 statements were made expressing discomfort with 
acknowledging differences among groups. The following statement 
by a middle manager is one of many such statements:
Appreciating and valuing cultural diversity is a positive 
company policy. However, there is a danger. 'Culture 
diversity' can lead to cultural separation and result in 
increased cultural tensions. Over emphasis on differences 
creates separation, suspicion and disruption of the work force 
(as well as of the country). Culture 'appreciation' and valuing 
'individual' differences is probably a better approach for this 
organization. People want to be treated as individuals not as 
'cultural groups'. This organization needs to be sensitive to 
the needs and feelings of individuals rather than getting caught 
up into the latest popular politically correct emphasis in 
cultural diversity. We need unification not fragmentation of 
our work force. Only then can the Vision statement become a
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reality. This organization should recognize cultural diversity, 
but could also emphasize cultural similarities. Instead of (or in 
addition to) cultural diversity celebrations, the organization 
could have celebrations commemorating historical events in the 
organizations past, e.g.., the 50th year anniversary of the 
organization and then have yearly celebrations.
Another line staff expressed a similar thought:
This organization is very good about maintaining an equal 
opportunity employer status. I'm not aware of any real 
programs to bring culturally different people together. It is my 
belief that these programs are unnecessary as we are here to 
work. As long as professional work relations are maintained, I 
could care less about how my co-workers celebrate their 
holidays.
This same person also wrote:
Work force and promotions should be based upon ability and 
performance not on meeting equal opportunity guide lines. I 
feel that this organization has these programs in an attempt to 
look good, not out of any actual concern for background. An 
employee is an employee regardless of race.
Again, a similar response was expressed by still another line staff:
A person's cultural difference from mine is not of any concern 
if they don't 'make an issue' of it. Regarding religious 
differences where they are trying to get you to agree or have 
an 'attitude' about their race can be somewhat difficult but if 
everyone accepts the other as is - all is well."
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Another respondent wrote that she "doesn't think about it [cultural 
diversity] much," and, that she tries "to take people as individuals. 
Cultural celebrations feel phonev to me." Finally, in a similar vein 
another survey respondent wrote:
Pursuing cultural diversity is good when practical but some 
interpret it to mean that the organization will bend to 
accommodate their every diversity. This is not possible in a 
world that is becoming more standardized by the day. Like it 
or not cultural diversity has been eroding for several thousand 
years and TV and computers are making it happen faster.
At the same time other statements were made that considered 
cultural differences from a positive perspective: "I strongly feel that
accepting and utilizing, the differences in people makes for a better 
world." Another respondent also saw positive outcomes related to 
valuing cultural differences. - "I believe the organization is trying to 
increase the awareness of cultural diversity among employees. I too 
am learning more about cultures and how differences effect the 
working environment."
6. The assessm ent of d ep a rtm en t adm in istra to rs  an d  
s u p e r v i s o r s .
Responses were mixed towards Department Administrators and 
supervisors. Most respondents were favorably disposed in their 
assessment of supervisors and department administrators. The 
following are examples: "He encourages hiring concurrent with EEO
guidelines and is sympathetic to individuals' needs."; "Role models 
respect and outcomes."; "My department manager has been fair to all 
members of our department as far as I know."; "[He/She] promotes it
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[cultural diversity] in the organization by providing opportunities."; 
"My supervisor is open minded and respects each individual values."; 
"She has not shown any signs that she does not respect cultural 
differences."; "That's the kind of open, accepting, supportive 
personality my department manager has. He values individual 
differences, no matter what they are due to." There was some 
dissatisfaction expressed as well , however. One respondent wrote:
"I have seen a higher level of advocacy for other non-racial 
minorities in my department. I have experience it personally." 
Similarly: "There are times when response is trying to meet EEO
requirements or including someone only because of ethnic 
background." Still another survey respondent wrote: "He plays
favorites." Some respondents simply did not know: "Unclear what
department manager’s is. Would tend to think she has strong respect 
for culture diversity." And, ”1 have no direct experience with her 
and him in this area."
7. The assessment of co-workers attitudes to cultural 
diversity among each other.
Assessment of co-workers attitudes towards cultural diversity 
in the organization although varied were generally positive. The 
following are some examples of the written statements: "I believe
that my co-workers respect cultural differences. However, I feel that 
some of my co-workers do not value them that highly."; "Differences 
are respected with value attachment."; "All of us work as a team with 
respect for each member."; "Our office is culturally diverse, and most 
everyone gets along." There was some reference to the existence of 
negative attitudes, however: "My co-workers may recognize cultural
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differences but I'm not sure as to whether they are respected or 
valued." Another survey respondent perceived even greater 
disunity: "Co-workers exploit and belittle each others cultures (or
use as an excuse/weapon)." The following statement reflects an 
understanding of the problems related to differing cultural values 
and world views: "There are employees within our department who
do not recognize cultural differences and judge people based on their 
own standards."
8. The perception that minorities, or Caucasians receive 
special treatment, or that it makes no difference.
Some respondents expressed concern about "minorities" 
receiving special treatment, while other respondents wrote about the 
unfair advantages given to "whites", and still others expressed a 
belief that an employees cultural background had no effect.
Examples of the responses from employees who believed cultural 
background has no bearing are as follows: "I have not seen any
evidence of cultural prejudice in relationship with employees."; "Each 
employee is treated equally."; "Employees are treated equally 
regardless of their ethnic background."; "Ethnic background does not 
appear to be a consideration for upward mobility. Qualifications and 
performance are the only concerns." Examples of responses of 
'minorities' receiving unfair treatment are as follows: "I perceive
non-whites being judged more harshly than whites." "Culture of the 
organization seems to be less tolerant of mistakes made by 
nonwhites." The perception of others differ, however. Some 
respondents believed that minorities receive preferential treatment. 
As can be expected the following statements came from those who
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identified themselves as European Americans and were either line 
staff or supervisors: "How about something for us plain old
American Caucasians!!! Sometimes I feel like we are the minority 
when it comes to treatment."; "It appears that way from 
disciplining/reinforcing practices. There are times however when I 
believe people regarding promotion are given opportunities based on 
minority status rather that best qualifications."; "I have seen cases 
where non-minorities receive better treatment."; "Due to state laws I 
believe minority employees are given extra 'chances' to change 
behavior, more counseling and are sometimes 'excused' from 
standards."; "Certain cultures seem to get extra careful attention."; "I 
think some positions are filled by a minority to meet EEO guidelines 
when two or more people are equally qualified.”; "Even if they 
(minorities) are not qualified they may be promoted to fulfill 
quotas.''; "I think minorities are more likely to get promoted." The 
following two examples demonstrate well the two differing views - 
"Some ethnic groups 'get away’ with far more than others. There 
seems to be almost a fear of reprimanding certain groups because of 
the possibility of being charged with ’prejudice." sometimes, however 
(the organization) treats blacks more than fairly." Yet, from an 
African American employee. - "Employees of races other than 
Caucasian are frequently discriminated against, regards to job 
assignment, etc. Caucasians are promoted sometimes even though 
they don't have the best qualifications for the job, but because 
they're_________ ."
9. Use of language other than English in the work place.
R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
106
The greatest number of response to the open ended questions 
occurred with the question having to do with language usage in the 
organization. Responses ranged from . we are a mixture of cultures 
and languages, as long as the business of patient care is not effected 
there should be no restrictions", to . . English is the US official 
language and should be used in the work setting." Most respondents, 
however, recognized the importance of letting people speak what 
ever language they felt comfortable speaking as long as they were 
not providing patient care. "On free time, people should be able to 
communicate any way they choose." And "What difference does it 
make? It does not affect patient care." There was some recognition, 
however, of the potential divisive nature of speaking languages other
than English at the work setting: "Some employees are
uncomfortable when conversations or laughter occurs in a foreign 
language. It would be helpful if employees would consider this and 
maybe include those who don't speak their language in the 
conversation by telling what's up." And, "Language utilization
intentionally designed to limit or exclude any or all employees from
conversation essential to the organization's mission is discouraged."
A similar ideas was expressed by another survey respondent: "It is
intimidating to others when speaking in various language occurs and 
can create barriers due to perceptions that something negative is 
being said." Clearly this is a complex issue and one that is very real 
for organizations (see appendix for an in depth explanation of the 
organizations policy on language usage). The following response 
reflects this complexity: "Common courtesy, understanding and
caring about anyone's feelings would be a "rule of thumb" as to what
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language you speak. If English is the understood language of all 
parties - then English. If Spanish then Spanish. Or is a mixture 
translate for those who don't understand."
10. Comments on cutlural interest sulpport groups.
The following is the response from one of two respondents who 
referred to the special cultural interest support groups. An 
American Indian line staff wrote of her experience with her 
American Indian cultural support group:
But today I am a bit more a part of them thanks to the cultural 
diversity group this organization has allowed us to have. We 
not only became a support system but are always 
"brainstorming" on how to share with others in the 
organization; and so far the interest generated has been a "big" 
plus for me in my work area - I could not do it alone, I tried. 
Thank you for the opportunity!
Yet another survey respondent wrote: "We should all be able to
meet - not just Women of Color!"
11. Mutual respect.
Many statements addressed the need to show mutual respect. 
These statements came from all levels in the organization as well as 
from all cultural groups.
12. M iscellaneous comments.
A particularly interesting comment made by a African 
American employee reveals how ingrained our cultural biases are, 
and how these biases are even reflected in our language. She wrote: 
"Statements like "slave driver" and "cracking the whip" still have 
negative impressions on some people. That was and still is a real
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occurrence for some people today. People need to be educated 
regarding terms used so lightly."
One respondent described a very personal situation:
This survey came at a very critical time, because I am 
presently feeling extremely frustration with some of my co­
workers. I love these women dearly, however their constant 
us of their native language (non-English) in the office when 
interacting with one another, excluding the other workers is 
unacceptable. I feel they are isolating themselves and will not 
assimilate in their new environment. Also, from personal 
experience when constantly speaking a non-English language 
speaking English remains difficult when making the transition. 
You see I am a non-white foreigner, black, who loves and 
appreciates the United States, my new home, while at the same 
time my native homeland and culture remains dear to my 
heart. Though I share this with my co-workers, they are not 
subjected to become a [someone from her native country] I try 
very much to fit into a new country, U.S., and not my new 
country, U.S., to fit into [my native country]."
Finally in recognition of the complexity and difficulty 
surrounding this issue an upper management survey respondent 
wrote: "It's a tough problem and we need to keep working on it!"
Sum m ary
In the first section of this chapter the results from the 
structured survey questions were presented. Several key points 
having to do with similarities and differences between the four 
research groups, as well as among combined culture/ethnic groups
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were identified. In the second section of the chapter selected 
answers from survey respondents to the open ended questions were 
presented. Several themes emerged from the responses, and were 
organized according to themes. Discussion of the data from both 
sections of this chapter and conclusions are presented in Chapter 5.
R eproduced  with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
CHAPTER 5 
DATA ANALYSIS AND CONCLUSIONS 
In tr o d u c tio n
Valuing cultural diversity in the work place is more than just 
valuing ethnic and cultural differences. It also has to do with 
honoring the kaleidoscope of alternative world views people bring to 
the work place, and valuing the various ways people interact with 
each other. However, different groups do have different world 
views, and it is through understanding those differences, and the 
knowledge of one's own perspective and the world views of others, 
that mutual understanding can occur. These world views contain 
core values, rules, and basic assumptions which assist people in 
making sense out of the world and their place in it. It is important to 
remember, however, that assuming a particular individual has 
totally, or even partially, internalized those values, rules, and basic 
assumptions often leads to inaccurate judgments about the 
individual. Additionally, people belong to many groups 
simultaneously, and are the sum total of their cultural and ethnic 
background, as well as their gender, their role in their family, their 
biological realities, and their own personal life history. Consequently, 
managing a diverse work force is more than understanding group 
differences, it also means understanding and responding to personal 
d ifferences.
Purpose of the Study
The major purpose of this study was to determine if
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similarities and differences existed among upper management, 
middle management, supervisors and line staff in their attitudes and 
beliefs about cultural differences in the work place. Additionally, 
survey respondents were asked to evaluate the level of success the 
organization's cultural diversity strategies had on influencing 
employees' attitudes and behaviors. The study also compared the 
intended change, as stated by the organizational leaders, with the 
perception of that change held by those it was intended to impact.
The ultimate purpose was to examine the degree of success the 
changes had brought based on the experience of those most effected 
by these changes. However, since the survey had a relatively small 
number of respondents from upper management and from certain 
culture/ethnic groups, the reader needs to exercise caution in the 
interpretation of the results. Attempts to generalize the results, and 
to assume that they reflect the attitudes and beliefs of the majority 
of employees would not be appropriate. Additionally, the nature of 
voluntary surveys is such that respondents tend to be those who 
have strong feelings, positive or negative, on the subject being 
studied. This does seem to be the case in this study, particularly as it 
relates to the open ended responses.
In ten t of O rganizational Change E ffo rt 
The organization's goal of valuing a culturally diverse work 
force has been made explicit in the organization's Vision statement, 
widely distributed in the organization, as well as by the various 
policies which have been developed and published. (See Appendices 
E-G). Additionally, a Minority Recruitment and Promotion Task 
Force, initiated at the corporate level, recommended that a policy
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statement be developed that "establishes co m m itm ent to attaining, 
valuing, and effectively managing the increasing diversity among its 
employees, members, and physicians". Specific recommendations 
suggested a variety of activities including: mentoring and training
programs, mechanisms to insure inclusion of minorities in hiring and 
promotions, management development programs with particular 
emphasis on inclusion of minority managers, and minority support 
groups available to all employees. Furthermore, significant attention 
is given to Affirmative Action and Equal Employment Opportunity, 
with policies and guidelines set up to allow for employees to petition 
if they feel they have "suffered discrimination because of race, color, 
sex, religion, national origin, age, physical or mental handicap or 
covered veterans status" (see Appendix H). The stated intent of the 
organizational leadership is to establish a work environment that "is 
continually being broadened and strengthened through inclusion of 
people of all ethnic backgrounds and cultures, reflecting the 
increasing diversity of American society."
Existing S tra teg ies Identified  in the O rgan iza tion  
As might be expected, management as a group had, generally, 
though not consistently, greater knowledge than line staff about 
what strategies existed in the organization to value cultural diversity. 
For example, only 76% of management and 42% of line staff were 
aware that cultural diversity celebrations existed at the organization, 
and 24% of management and 65% of the line staff did not know that 
the organization had Cultural Diversity Committees and Task Forces. 
This lack of knowledge by management and line staff suggests an 
effort that can not be considered as totally successful. It may also
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indicate that there is a problem with the approach the organization is 
using. Clearly efforts directed for valuing a culturally diverse work 
force should not be designed as a separate program or effort, but as 
an integral part of an overall strategy linked directly to the 
organization's Vision. If cultural diversity efforts are treated as an 
"add-on" program they will fail like most "add-on" programs.
Attempts at halting the demise of such efforts usually result in the 
implementation of other "add-on" programs which in turn fail - and 
the vicious cycle begins. The best approach under these 
circumstances is to start at the beginning and critically examine what 
went wrong. The next step is to identify new and inventive 
approaches that can help to establish an organizational cultural 
which values cultural diversity among its employees. These efforts 
should be part of the day-to-day functioning of the organization in 
contrast to the typical "add-on" approaches. This will more than 
likely require organizational leaders to challenge long held 
assumptions on how organizations are constructed, and how they 
deal with the people who work in them. Ultimately, of course, this 
must be done in a manner which fosters the development of both a 
cohesive organization, and one which also reflects an appreciation of 
cultural and ethnic differences.
Employees' Perceptions of Success of the Strategies to Value 
a Culturally Diverse Work Force
Survey respondents' perceptions of the organization's efforts 
were revealed in a variety of ways. As with any organizational 
effort, the perception of what the organization is attempting to do 
varies among its employees. Some respondents expressed a genuine
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lack of knowledge about the organization's efforts, while others 
wrote very knowledgeably about the organization's Vision and 
policies on cultural diversity. Others, primarily those from the 
European American category, wrote that they thought the 
organization was doing too much in this area, and still others thought 
the organization was not doing enough. As a group, management, 
identified more closely with the organization's values than line staff. 
Although most survey respondents were somewhat satisfied with the 
organization's attempts to address this very complicated issue, most 
believed that more still needs to done.
An important difference is revealed when examining the 
responses of the African Americans and those from the "all others" 
category. While a much higher percentage of Filipinos, Asians, 
Latino-Hispanics, and European Americans did identify with the 
organization's values on cultural diversity, half of the African 
Americans and half of those in the 'all other' category did not. There 
are several possible explanations for the African American response 
pattern. As a group African Americans may have different 
experiences then other non-dominant groups. Racism towards 
African Americans was a key element in the founding of United 
States. Consequently, prejudicial attitudes towards African 
Americans may be more deeply imbedded in the culture of 
organizations. More discussion on the differences among the these 
groups' responses is presented later in this chapter.
Survey respondents were asked to evaluate the level of success 
of strategies for valuing cultural diversity at two levels - raising 
awareness and changing behavior. As can be expected the strategies
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were identified as being far more successful in raising awareness 
then actually changing behavior. And, in some cases, the difference 
was significant. For example, management as a group gave a 75% 
successful rating for cultural diversity celebrations when it came to 
raising awareness, as opposed to a rating of only 13% when it came 
to changing behavior. One strategy that received a particularly high 
rating for raising awareness according to upper management (100%) 
and middle management (72%), was training for managers in cultural 
diversity, while supervisors and employees only gave it a 50% and 
43% rating respectively. This suggests that the training that is 
provided may be considered more effective by those who participate 
in it then those who are to be benefiting from it. The strategy which 
received one of the highest ratings among supervisors and line staff 
was flexible benefits/hours. According to supervisors and line staff, 
this strategy had the greatest success on changing behavior. Upper 
managers rated conflict resolution classes as most successful in 
changing behavior. In general, however, few of the strategies were 
rated as particularly successful in changing behavior. Mentoring 
programs did not receive high ratings, except by middle managers. 
Three saw it as successful in raising awareness, but only two saw it 
as being successful in changing behavior. This may be due to the fact 
that this is a relatively new program which has not yet been widely 
publicized, explained, or implemented.
Respondents' attitudes toward cultural diversity efforts in 
general and the number of activities that existed in the organization 
to address this issue received a fairly consistent response rate. Of 
the 205 survey respondents 119 of them believed that more
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strategies are needed. Only 14 respondents indicate that less were 
needed. This demonstrates significant support for not only 
continuing with valuing cultural diversity efforts, but to strengthen 
those efforts as well. Those who felt the organization needed fewer 
efforts directed at this issue came primarily from the category of 
European American. This may be because these individuals fail to 
see how such efforts can benefit them and the organization.
Typically the effects of the dominant group's actions are perceived 
by non-dominant group members more quickly because the 
organization's actions directed at this issue have greater and more 
direct impact on them. Dominant group members tend not to realize 
the benefits of these actions since their beliefs serve to shield them 
from a full understanding of the consequences their behavior may 
have on non-dominant group members.
Based on the researcher's prior observation of organizational 
functioning and the lack of overt levels of inter-group conflict, the 
organization's overall effort to value diversity was not rated as 
highly as expected. The researcher has not observed activities or 
had access to information that would suggest that employees are 
particularly dissatisfied with the organization's efforts in this area. 
Another important consideration is that dissatisfaction with the 
organization's efforts was an expression that either not enough was 
being done qt that too much was being done. Although upper 
management gives the organization a 61% above average rating, only 
47% of the line staff, and 47% of supervisors rated the organization 
as above average. However, only 22 out of 184 survey respondents 
(less than 9%) rated the organization below average. The fact that
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upper management is more satisfied with the organization's efforts is 
a critical consideration for the organizational leadership. There are a 
number of possible reasons to explain this phenomena. It may be 
that since management contributed to the development of the 
policies, they may have greater ownership in seeing them as 
successful. Also upper and middle management respondents came 
primarily from the European American category and are more 
culturally homogeneous. It is quite possible they are not confronted 
so directly on a day to day basis with the consequences associated 
with a group that is composed of culturally diverse individuals. For 
example, management is less likely to deal personally with a 
situation in which a language other than English is being used in 
their presence. Line staff however can be in this situation many 
times throughout the day.
Stratifying the responses by cultural/ethnic background shows 
differing levels of satisfaction with the organization's efforts to value 
cultural diversity as well. Those in the European American category 
expressed greater satisfaction than other groups with 63% (61 out of 
96) rating the organization above average. Those who are of the 
non-dominant culture are less satisfied with the efforts of the 
organization, although no Filipinos or Asians gave the organization a 
below average rating. Almost half of the African Americans rated 
the organization as average, while the remaining half was equally 
split between below average and above average ratings. This kind of 
response rate is fairly consistent across questions. Filipinos and 
Asians respondents reported more satisfaction with the organization 
and its efforts, and showed a markedly higher level preference of
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feeling part of the organization. This may reflect cultural patterns of 
these groups relative to organizational membership, belonging, and 
conflict. There is some indication that Asian, and perhaps Filipinos, 
tend to put a higher ethic on cooperation and joining than individual 
expression of achievement, specifically at work. Although the 
community situation does not always reflect this, it would be 
erroneous to assume that the kinds of choices individual's make at 
work is the same kinds of choices he/she makes in his/her 
community life. It may also be due to the previously mentioned 
issues on the origins of racism towards African Americans in this 
country. Not every form of relationship between racial groups 
necessarily result in racial tensions. However, according to the 
Encyclopedia Britannia "Racism,1974", the relationship between 
African Americans and white Northern Europeans, are reflective of 
some of the most enduring and intense forms of racism (cited in 
Alderfer, 1984). The survey results may in fact be mirroring this.
The different response rate may also reflect the possibility that 
different kinds and levels of expectations are held by different 
groups. It is possible that given the stronger history of civil rights 
activism, African Americans have higher expectations regarding 
fairness and acceptance than other non-dominant groups. It is clear 
that further research needs to be done in this area to determine 
more completely whether there is a difference between cultural 
groups, their perceptions and levels of expectations, and the reasons 
for those differences, if they exist.
Survey respondents are fairly satisfied with their department 
administrators' and supervisors' behaviors and attitudes towards
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cultural differences. A slightly different perspective is revealed as it
relates to co-workers. Although upper management and middle
management rated co-workers high in this area, supervisors and line 
staff rated co-workers lower. This may be indicative of the fact that 
no training programs on working with employees from culturally 
diverse backgrounds exist for line staff. Given that it is at this level 
there is the greatest number of culturally diverse employees, 
providing educational training programs and other strategies for 
working with a culturally diverse work force specifically for line 
staff is critical.
In general survey respondents reported the organization is fair 
in its dealings with employees and specifically that promotions are 
handed out fairly. It is in this area that several comments were 
made by respondents regarding the union as the steward of 
'fairness'. Several references were made which attributed the union 
system with ensuring fair and impartial treatment for employees.
Although other union organizations have experienced some degree of
conflict between programs such as Affirmative Action and union 
guidelines, especially with regards to laying off policies, it does not 
seem to be an issue at this organization. This may be because a 
relatively small number of employees have actually been layed off.
Perceptions are different between groups, and to some degree 
an individual's perceptions reflect their group affiliation. Some 
respondents felt minorities receive special attention, others believed 
that members of the dominant group received preferential 
treatment, while still others believed no differences existed. These 
various perceptions are common to many organizations and exist
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concurrently. How the expression of these differing perceptions is 
acknowledged and managed is important. Denial of such differences 
can complicate the situation and create a serious obstacle to reaping 
the benefits of cultural diversity in the work place.
A number of issues surfaced which are important for 
management to be cognizant of in order to deal more effectively with 
their employees. Many of these issues came most directly from the 
open ended responses which captured the variety of perceptions 
existing in any organization. The critical point here is that 
management needs to find ways in which to capitalize on those 
attitudes which foster valuing diversity and to manage those which 
seek to impede such an approach. Before managers can do that 
however, they must understand their employees' attitudes and 
beliefs with regards to this very complex issues. Once this is 
accomplished, organizational leaders can implement a strategy that 
maintains the needed sense of cohesiveness and community (which 
an organization needs in order to function effectively) while focusing 
on the benefits that a culturally diversity work for has to offer in 
order to competitive successfully in the global market. The next 
section identifies those key issues the researcher gleaned from the 
survey responses, and which she determined to be most important 
for management to consider when dealing with the challenges a 
culturally diverse work forces presents for organizations.
Key Issues for Management
The issue generating some of the most lengthy and in depth 
comments had to do with the informal use of language at the work 
place. This issue also produced the lowest number of respondents
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agreeing with a Likert scale question in the survey. Only 49% of line 
staff and 64% of management agreed there should be no restrictions 
in the use of language in the employees lounge. A relatively small 
number, 13%, of survey respondents gave it a neutral rating. Survey 
respondents expressed a general sense of discomfort in being in 
situations where a language is being spoken that they do not 
understand. Yet, often these same respondents were somewhat at a 
loss as to exactly what to do. Survey respondents for the most part 
were uncomfortable with a policy which would not allow an 
employee to speak his/her native language. At the same time many 
respondents also realized the divisive nature of employees speaking 
a language not understood by those in the immediate vicinity. 
Knowing that this tensions exists, it behooves managers to develop 
policies which incorporate both issues so neither those who 
understand the language nor those who do not, feel disrespected or 
devalued. This means that those who can speak and use languages 
other than English are sensitive and responsive to those who can not. 
Specifically, those individuals would either not speak in a foreign 
language when others are present who do not understand, or, would 
check with those around them for their level of comfort or 
discomfort with the situation. This is no doubt a particularly 
sensitive and complex issue, especially in an organization where 
Affirmative Action and Equal Employment Opportunity is the major 
strategy for incorporating cultural differences.
Another important issue survey respondents wrote about had 
to do with their beliefs about whether cultural differences should, or 
even, do exist. Some of the respondents, primarily those of European
R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
122
American background, expressed discomfort with the concept of 
valuing cultural differences, preferring instead to focus on valuing 
individual differences. At first the idea of focusing only on valuing 
individual differences seems appealing, since in many ways there is 
a fine line between recognizing and honoring group differences, and 
stereotyping people who physically represent or identify with a 
particular cultural group. However, rarely are individuals "just 
people" in organizations, particularly when obvious physical 
characteristics suggests membership to a specific racial or ethnic 
group. As presented throughout this paper, deeply ingrained 
differences do exist among culture and ethnic groups. Octavio Paz, 
the Mexican writer, has written about the differences between the 
United States and Mexican cultures and has suggested that two terms 
— inclusion and exclusion — summarize the difference between what 
he identifies as Hispanic Catholicism and English Protestantism. He 
believes the Hispanic Catholic tradition historically is an inclusive one 
and one which attempts to convert other people and to assimilate 
them within the Empire. In contrast, the English conquerors tended 
to exclude the native peoples, conquering them but then pushing 
them aside on to "reservations." These factors are also translated 
into attitudes toward work. On the one hand, the Protestant colonies 
saw work as an end in itself, an opportunity to achieve salvation, 
and, again exclusively the right of the true believer. For the Hispanic 
culture, however, work served as a means of enjoyment, for "Fiesta".
It seems the very nature of the role of work in one's life has as its 
genesis specific cultural values. Clearly, every employee brings to 
the organization their individual cultural experiences. The degree of
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overlap an employee's culture has with the organization's culture has 
much to do with the degree of dissonance that occurs for him/her. 
Ultimately, the goal to strive for is to develop a multi-cultural, or 
pluralistic, organization which values and respects cultural 
differences from both the dominant and non-dominant cultures. In 
fact, the dominant culture is enriched by considering and then 
incorporating the viewpoints of the non-dominant cultures in the 
organization. Unfortunately, organizations are resistant to this, and 
instead strive to change employees from the non-dominate culture so 
that they "fit in". This approach leads to a more impoverished, 
provincial viewpoint with a resulting reduction in creativity - an 
organizational trait much needed to make effective changes and 
adjustments in today's fast changing world. The figure below 
illustrates this idea of blending together the dominant and non­
dominant cultures in the organization producing a more enriched 
organizational culture. The part that is shaded represents that blend. 
The greater that area is, the more the organization has incorporated 
the various cultures represented in its work force leading to an 
increase in the number of acceptable choices of behaviors for 
em ployees.
Figure 24 
Blending of cultures in organizations
Culture A  ► Culture B
Bl-cultural understanding
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Ethnic identity typically develops in minority groups under 
conditions of oppression by the dominant group. Ethnic and cultural 
identity tends not to emerge in the majority culture. This has 
tremendous implications for work-group relations. For many white 
employees, accepting the fact that they are not only individuals, but 
also are members of a white group is difficult. Yet to even begin to 
understand how others from the non-dominant groups experience 
the organization, white individuals need to at least think about what 
it means to be white in this society. Alderfer (1984) claims that 
white males particularly have great difficulty in developing a sense 
of ethnic identity (i.e. what it is to be a white male in our society). 
This may be due to the traditional values held by many white men 
which emphasize individual achievement, self-sufficiency, and 
competition, and discourage empathy and seeking emotional support. 
Men are taught by society that they "should" be able to handle their 
feelings with out "help", e.g. the sharing of feelings and attitudes with 
each other. Typically, men are encouraged to be different, or at least 
to focus on individual differences, rather than seek out what they 
have in common with others. Lack of this type of social contact can 
impede development of group cultural identity. However, some 
changes have been occurring with regard to this and men are 
beginning to come together to talk about what it means to be a male 
in our society.
The potential conflict between cultural groups is real as 
evidenced by many historical events. In this country internment of 
the Japanese Americans during World War II, when simply being 
Japanese meant you were untrustworthy and to be isolated,
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represents an extreme example of intergroup conflict. The current 
gang violence in our urban centers is also a powerful representation 
of this. Regardless of an individuals involvement with a particular 
incident, just being a member of the opposing gang is enough to 
bring violence upon oneself. Another very obvious example of 
intergroup conflict is depicted in the white supremacist activities. 
According to white supremacists, African Americans and other non­
white groups are to be hated and isolated from the rest of society. 
Most recently the 1992 Los Angeles riots represents intergroup 
conflict between white Americans and African Americans, and 
Korean and African Americans. This type of conflict between ethnic 
and cultural groups does not occur only in the United States. The 
recent bloody fighting in the former Yugoslavia between ethnic 
groups is another particular discouraging and striking illustration.
Just as ethnic and cultural conflict creates problems for our 
broader communities when not managed properly and confronted 
openly, it can create problems for organizations. Establishing 
harmony, dealing with conflict, power relationships, roles of men and 
women, and perceptions of time and space all exist in the culture of 
the organization. Different cultures have different, deeply ingrained 
values related to each of these. If it is true as Paz (1985) has 
suggested that U.S. traditions is one of exclusion bound up with ideas 
of conversion and assimilation, must not our organizations reflect this 
as well? Every ethnic and culture group has a long history of 
economic, geographic, and social realities. The primary historical 
memory of the United States is Eurocentric. Organizational leaders 
and managers need to think critically about what should happen
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when a clash occurs between the dominant and non-dominant 
cultures, an event which surely will happen if cultural diversity 
related conflict is left unmanaged or unattended. The challenge, of 
course, is to be able to accommodate all members of the organization, 
and still function effectively. One way to reduce this kind of conflict 
is not for one side to lose what the other side gains, but for both 
sides to gain. Organizational leadership needs to encourage 
employees to become more knowledgeable about each other's 
cultures and provide them with the skills to be able to work with 
many different kinds of people. This kind of experience offers 
employees an opportunity to obtain a real sense of accomplishment 
and enjoyment in being able to switch from one cultural system to 
another, as well as being an essential first step forward to developing 
a multi-cultural/pluralistic organizational culture.
The desire to minimize group differences on the part of some of 
the respondents is also representative of the what the literature 
refers to as our American dilemma of equating the concept of 
different with "less than". Unfortunately, we in the U.S. continue to 
view differences, particular those differences arising out of group 
membership, as divisive. This theme was expressed by a number of 
survey respondents. Those who felt people should assimilate 
obviously sought to minimize or least not accentuate the differences 
that exist among cultural groups. As one respondent wrote: "Over
emphasis on differences creates separation, suspicion and disruption 
of the work force (as well as of the country). People want to be 
treated as individuals not as 'cultural groups'." Those who saw the 
benefits in recognizing these differences had a different outlook.
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They believed that recognizing and appreciating cultural differences 
was a positive direction for the organization to take. As referred to 
previously, the American dilemma is that we place a significant 
amount of importance on the concept of 'all men (sic) are created 
equal' and an insistence of equating equal with sameness (Traindis, 
1976). A new concept needs to be encouraged which no longer 
places differences within a hierarchical framework. It is more 
effective to understand differences as just that - differences - 
neither inherently better or worse. One way to encourage this 
attitude is to provide people with examples of how there are many 
ways to accomplish the same task, and that seldom is there one right 
way of doing something. Often it is more a function of style, personal 
preference, and experience.
A few of the respondents pointed out that valuing cultural 
diversity requires going beyond Affirmative Action and EEO policies 
and regulations. Significant problems are associated with relying on 
formulistic and legalistic approaches as the only strategy to manage 
the challenges diversity has to offer. Values are deeply rooted and 
legislation tends not to significantly alter those values. Instead 
providing people opportunities to work together in situations where 
a variety of cultures are represented, and where everyone works 
together for a common goal, can do much to facilitate understanding 
among people.
Survey Respondents' Recom m endations
Organizational leaders must respond to the expressed needs of 
their employees so that strategies and organizational change efforts 
directed at them will more likely be successful. Surveying
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employees is one way to discover what they believe are the salient 
issues regarding cultural diversity, and what are some of the most 
effective ways are to bring about positive change. Survey 
respondents in this study gave significant support for training of 
managers and employees in how to work with people from culturally 
diverse backgrounds. Although this organization does provide 
training in cultural diversity for managers, it does not have an 
organization-wide strategy in training other employees in this area. 
Survey respondents also identified other strategies such as 
mentoring programs, conflict resolution classes, and the continuation 
of cultural diversity task forces and subcommittees. Another 
strategy receiving significant support from supervisors and 
employees was that of providing flexible hours and benefits. This 
kind of request is congruent with a similar survey performed at the 
City of San Diego. (See appendix I) The results from that survey, 
and interviews of city employees, revealed that flexible scheduling 
and personal benefits were important strategies for organizations to 
include in their overall strategy to value cultural diversity. Flexible 
benefits allows people to adapt their job into their own life, and gives 
room for adjustment related to cultural values and norms. Flexible 
hours may give people the opportunity to be part of cultural 
activities that may normally take place during regular work hours.
R e se a rc h e r 's  R ecom m endations 
Staff at all levels need to be continually sensitized to the issues 
which exist in an organization that has a multi-cultural work force. 
Education and specific skill training in how to work with people from 
other cultures needs to be provided for both employees and
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managers. Although traditional classroom education is a beginning, it 
is usually not sufficient for most people. In order for people to be 
able to really understand the complexity of this issue they will need 
more than an intellectual understanding. Much of what is difficult 
for many people to accept about racism is the distinction between its 
conscious and unconscious forms. Keeping racism unconscious 
maintains the status quo. People will need to be encouraged to 
confront what may be for them a more disturbing reality. Education 
and training that is experiential in nature is more likely to 
accomplish this. Attitudes regarding cultural diversity can be so 
ingrained as to not be seen by persons holding them. Often it takes 
experiences to identify and acknowledge what people may not know 
even exists. These attitudes are usually emotionally rather than 
factually based. Experiential learning is more likely to work at the 
emotional level. Examples of experiential methods include role play, 
role reversal, small group discussion, and observation and reporting 
out. Additionally, other education and training efforts should 
incorporate within the curriculum information on how other cultures 
deal with interpersonal situations. For example, in conflict resolution 
classes participants should be made aware of how different cultural 
groups deal with conflict, and that those different ways should be 
honored and valued. This can help participants to better understand 
the behaviors of others within their own cultural context, rather than 
assuming that a specific behavior means the same thing for all 
people. It also allows for validating the different ways to handle 
conflict, some of which may not reflect the typically white male 
European American approach. Education and skills training should
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be made available for those from the non-dominant group in how to 
deal with the members of the dominant group when they are 
confronted with conflict and racism. The end goal, of course, is not 
simply to have people learn to value cultural differences, but to 
understand the benefits these differences have, and the importance 
of incorporating these differences, into the organizational culture. 
Finally, a good overall educational program is one which is adjusted 
to the needs of the minority, as well as the majority, groups.
Some survey respondents expressed concern about the lack of 
people from the non-dominant groups in management positions. The 
data supports this perception. In upper management there are no 
minorities, and in management and supervisory positions there are 
only 44 out of 181 (24%). The largest percentage of minorities are in 
line staff positions. The organizational leaders need to ensure that 
their are no barriers on the journey to upper management positions. 
This requires making a concerted effort to develop strategies to 
include people different than those currently represented in 
management and decision making positions. Research shows 
management tends to "clone" itself. Incorporating differences within 
the management structure allows for divergent ways of thinking 
which can help to influence the organizational culture. Ann Morrison 
and Von Glinow (1990) reviewed the literature on the limits that 
exist for career advancement to upper management positions for 
women and minorities in the U.S. They suggest that a great deal of 
evidence exists that people from certain cultural groups have greater 
barriers to advancement than typically experienced by white males. 
One approach they identified for an organization is a targeted career
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development program. This approach involves targeting individuals 
from non-dominant groups for support and encouragement. This is 
done first by identifying specific tasks that need to be done to 
support the organization and its movement towards the Vision state. 
Second, individuals traditionally under-represented in these areas 
are selected for specific training and development. The training 
experiences are matched to the skill necessary to do the target job.
A variety of approaches are used to identify high potential people 
including self-nomination, self-assessment, career planning 
workshops, and assessment center evaluation of skills, strengths and 
weaknesses (lies & Auluck, 1988). Such a strategy is recommend for 
this organization. Linking this program into the educational benefits 
package already provided for employees is an example of how 
organizations can weave these kinds of efforts into the current fabric 
of the organizational programs and policies.
Another strategy to achieve parity is the use of mentoring 
programs. Although the research shows that women and minorities 
face special problems with mentoring relationships, and that there is 
little evidence that assigning mentors is effective, providing training 
on how to be a mentor and how to use a mentor can have positive 
results (Morrison & Von Glinow, 1990). Such an approach 
encourages awareness building about the barriers involved for 
members of the non-dominant group.
The organization should also continue to use and refine the 
employee cultural interest support groups. However, care must be 
taken to ensure that those groups are not only a vehicle of support,
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but also a way to educate others in the organization and to 
communicate important concerns and issues of the groups’ members.
Special concern needs to be directed towards to the African 
American employees. Specific efforts should be made to ask African 
Americans what barriers they perceive as existing in the 
organization which hinder them in their full inclusion. Once those 
barriers have been identified, formal and informal African American 
leaders should be empowered to develop specific strategies to break 
down those barriers.
Finally, the results of this survey, as evidenced by line staffs 
lack of knowledge about what activities exist in the organization, and 
the organization's values in general, reveals the existence of a 
communication blockage. The researcher has also observed other 
organizational communication attempts which have resulted in 
inconsistency in delivery, particularly to line staff. Upper 
management must hold middle management and supervisors 
accountable for communicating important organizational values and 
goals. Without this accountability in place such inconsistency will 
remain. It is also important for those who deliver the 
communication not to assume the messages sent out are the 
messages received. Therefore, a two way dialogue between 
management and line staff is crucial to ensure full understanding.
F u tu re  R esearch  R ecom m endations 
This study showed a significant difference in responses 
between African Americans and other ethnic/cultural groups.
Further research needs to be done to examine the reasons for those 
different responses. Additionally, more research needs to be done to
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better understand the expectations that different groups have, and 
how those expectations influence the assessment of a situation. This 
kind of research can help to understand more completely how 
expectations relate to actual versus perceived differences in 
trea tm en t.
Researchers also need to examine the ways in which people 
identify themselves. In the survey, respondents were asked to 
identify themselves based on the categories listed, and in many ways 
this was one of the most controversial aspects to the study.
Comments such as "I don't like being put into a category"; "Jewish is 
not an ethnic group"; "Where is the good old Caucasian category"; and 
"I don't like being in the other category" reflects the highly charged 
nature of this subject. Developing better ways to identify people, 
and increasing understanding of the emotions and concerns in this 
area would do much to add to current knowledge regarding this 
complex issue.
A major problem with society's attempt to integrate a 
culturally diverse work force is the lack of a well developed 
conceptual model for understanding intra-group interactions (Bell, 
1988-89). Also lacking are well developed pedagogical tools to teach 
about diversity and differences (Bell, 1988-89). Continued research 
on better ways to teach people about difference will be important for 
both researchers and educators. Additionally, better links need to be 
established between the theoretical construct that is identified and 
the specific strategy chosen to impact that construct.
Continuing research on the challenges a culturally diverse work 
force provides for organizations is crucial if organizational leaders
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are to make well-informed and successful decisions on managing 
their work force effectively. Qualitative based methodologies such as 
case studies of groups or individuals, focus groups, and 
phenomenological and ethnographic studies of organizations with a 
multi-cultural work force, are viable methods to employ to increase 
understanding of work place issues related to cultural diversity. The 
use of such methodologies can yield descriptive data which can 
access those deeper levels which are left untouched by surveys, even 
those with open ended questions. One important prerequisite, 
especially for some research methods, is the use of a team of 
researchers. One researcher should be from the dominant group of 
the organization and one from a non-dominant group. This 
configuration allows for divergent perspectives and may, to some 
degree, serve to counterbalance the cultural biases each may bring to 
the research experience.
Leadership Issues
Leaders need to recognize that sexism and racism are part of 
our society. Although not necessarily consciously engaged in by each 
of us, they are clearly part of our system and woven into the fabric 
of our organizational design. Ultimately like much of life, this issue 
of valuing a culturally diverse work force requires active 
involvement on the part of leadership, since it is our leaders who to a 
great extent create the context in which certain behaviors are 
accepted or not accepted. Historically, white people, including those 
in leadership positions, tend not to think about their personal 
contributions to racial dynamics, except when confronted very 
directly. Instead what normally occurs is a discussion about what
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"others" need to do and the changes "they" need to make. Leaders 
must personally and very directly think about their own conscious 
and unconscious contributions to this problem, and then pro-actively 
work towards making the needed changes both for themselves 
individually, and for the organization as a whole.
Su m m ary
Over the past decade most health care organizations have 
learned that they do not exist as an island. (Beckham, 1992). Their 
leaders are beginning realize they rely on the community not only 
for patients but for workers as well, and like other organizations are 
faced with the increasingly heterogeneous work force. However, the 
goal must not be to reduce diversity and make people conform; 
rather it is to maximize the benefits cultural diversity has to offer 
and harmonize the differences (Beckham, 1992). Such thinking does 
not stop at the walls of the organization, but must spread into the 
community as well. As Beckman writes:
"Every hospital has something to contribute to a community's 
agenda, but no hospital can go it alone. Other key players in 
the community must bring their own competencies to the table. 
In the Nineties, hospitals will need well-trained workers. They 
will need to shape attitudes toward preventive care. . . They 
can do none of these things within the secure confines of their 
boardrooms. It's easy to surrender to diversity and to give in 
to the complexity that it implies. It takes insight to discover 
the powerful unifying currents that flow through every 
community. And it takes creativity to ride those currents. But 
it can be done. Hospitals are fortunate. Health care is
R eproduced  with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
136
sufficiently far reaching in its relevance to serve as a 
cornerstone for a community-focused agenda. It provides a 
rationale for building a coalition. Clearly, hospitals have an 
interest in acting as a catalysts. The price of not leading is 
following (Beckham, 1992).
To better serve communities and remain competitive hospitals 
and health care systems must create institutions and organizational 
cultures that tap the imagination, energy and problem solving skills 
that a diverse work force has to offer (Williams, 1992). Program 
designs will vary for each organization based on the size of the 
organizations as well as availability of resources. It is the kind of 
work the organization does, the expectations of the community, its 
management style, and overall organization culture which will help 
to determine that design. And, the data for what an effective effort 
for valuing diversity would look like must come from the 
organization's work force and its marketplace (Shea & Okada, 1992).
Lastly, one purpose of the study was to examine where the 
organization stood in terms of the model for developing culturally 
diverse organizations conceived by Jackson and Hardiman (1981), 
later adopted by Katz and Miller (1986). This model is one way to 
asses an organization's developmental stage as it relates to valuing a 
culturally diverse work force. The model reflects a continuum of 
responses to cultural differences in an organization. Certain styles 
such as being "exclusionary" reflects a response that values the 
dominance of one cultural/style/group over others. Focusing on 
numbers through Affirmative Action programs reflects an 
organization which tolerates differences, but is still in a state of
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transition. An organization that truly values cultural diversity in the 
work force has a global focus; a focus that extends beyond the 
boundaries of the organization. Such an organization sees cultural 
differences as adding value to its potential productivity and to the 
community. From the researcher's perspective the organization 
observed in this study is in the transitional stage of Affirmative 
Action focusing on numbers and the acceptance of difference. 
Leadership must take pro-active and bold steps to move the 
organization out of this transition state. A developmental model 
illustrating what steps they can take is provided at the end of this 
Chapter. Another area for concern has to do with the subtle, yet 
distinct preference, upper management has for a specific style of 
decision making and managing. This style tends not to recognize the 
value of different ways of problem solving and managing. Much still 
needs to be done in the organization to reach a level of valuing 
differences of cultures, styles, and diverse groups before the 
organization can be identified as one which integrally and 
comprehensively values cultural diversity among its employees. The 
researcher recommends management adopt a model for valuing a 
culturally diverse work force such as the one on the following page.
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Figure 26
A developmental model for valuing a culturally diverse
work force
Present State Process Future State
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The U.S. is definitely facing a crisis, resulting from global 
economic competition, the decline of our urban areas, and general 
social unrest. Ultimately, however, our true enemy is ourselves. If 
we don't learn to recognize and value the differences among us, to 
capitalize on and incorporate the benefits those differences have to 
offer us as an organization, a community, and a country, we will not 
succeed in the global environment of which we are all now a part.
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TO: Employees D A TE: February 12, 1992
SUBJECT: Survey for Valuing a FROM: Cindy Camberg




The attached survey has been developed by me as a research 
project on valuing a culturally diverse work force. The survey will 
identify employee attitudes towards the organizational activities
___________  is making in San Diego to value a culturally diverse
work force, as well as to identify the specific strategies that are most 
effective. The overall purpose of my research is to gain insight into 
the strategies and methods that are most helpful to organizational 
leaders who wish to create a culture of inclusion which provides for 
fair and equitable treatment of all employees regardless of their 
cultural differences. You can assist me in this by completing the 
attached survey. The results of this research can benefit all 
employees by providing more information to the organization about 
valuing cultural differences among their employees.
The survey should take approximately 20 minutes to complete, 
and is anonymous. Your participation will help me immensely in my 
research. Responding to the open-ended questions will be 
particularly beneficial. For the purposes of this survey please use 
the following as the definition of valuing a culturally diverse work 
force..."the appreciation of cultural differences and the integration 
and acceptance of those differences into the organization."
I will be compiling my survey results by March 5th so would 
appreciate you returning the survey by F eb ru a ry  28th.
If you would like to receive a copy of the results please let me 
know.
Thank you for your time and participation.
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A SURVEY FOR VALUING A CULTURALLY DIVERSE WORE FORCE
1. Of the following strategies to promote valuing a culturally diverse
work force which are you aware of existing a t ? _______(Check all
that apply).
Code
Cultural Diversity Celebrations________________________ (1)_
Cultural Diversity subcommittees/task forces__________ (2)_
Training in how to value a culturally diverse work
force for managers and supervisors........................................(3)_
Training in how to value a culturally diverse work
force for line employees............................................................ (4)_
Programs for employees from culturally diverse 
backgrounds to learn from managers how to work 
more effectively in the organization,
(e.g. mentoring programs)____________________________ (5)__
Flexible hours/benefits............................................................. (6)__




Conflict Resolution Classes.................................................... (10)_
Other (please specify)..............................................................(11)_
2. For each of the programs you identified above how 
successful/unsuccessful do you believe it is in having a positive impact 
on employees. (Enter the appropriate number at each of your 
selections).*
Veiy Successful Neutral Not Very
Successful Successful Unsuccessful
5 4 3 2 1
Raising Behavior 
Awareness** Change***
Cultural Diversity Celebrations...............................(1)__ (1)___
Cultural Diversity subcommittees/task
forces____________________________________ (2)__ (2 )___
Training in how to value a culturally diverse
work force for managers and supervisors.........(3)__ (3 )___
Training in how to value a culturally diverse work
force for line employees...........................................(4)_ (4 )___
Programs for culturally diverse employees to learn 
from managers how to work more effectively in the
organization, (e.g. mentoring programs)........... (5)_ (5 )___
Flexible hours/benefits............................................ (6)_ (6)___
English as a second language courses.................(7)_ (7)___
English reading courses.......................................... (8)_ (8)___
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Spanish speaking classes........................................(9)__ (9)___
Conflict Resolution Classes.................................. (10)__ (10)___
Other (please-specify)............................................(11)_ (11)___
* Leave blank for "Don't know"
""“Raising awareness means employees have a greater appreciation of 
culture differences
***Behavior change means observable changes in behavior based on 
greater appreciation of culture differences
3. Of the following strategies to promote valuing a culturally diverse
work force, which do you believe should exist a t ________? (Please
prioritize your top five in order of importance with #1 being m ost 
important.)
Code
Cultural Diversity Celebrations.............................................. (1)__
Cultural Diversity subcommittees/task forces..................(2)__
Training in how to value a culturally diverse work
force for managers and supervisors......................................(3)__
Training in how to value a culturally diverse work
force for line employees............................................................(4)_
Programs for employees from culturally diverse 
backgrounds to leam from managers how to work 
more effectively in the organization,
(e.g. mentoring programs)____________________________ (5)__
Flexible hours/benefits............................................................. (6)__
English as a second language courses................................... (7)_
English reading courses_____________________________ (8)_
Spanish speaking
classes.......................................................................................(9)_
Conflict Resolution Classes.................................................... (10)_
Other (please specify)............................................................. (11)_
4. Regarding______current strategies for valuing a culturally
diverse work force in San Diego which statement best expresses your 
opinion. (Check one)
we need more strategies to value a culturally diverse work
force_____________________________________________(1)_
we need fewer strategies to value a culturally
diverse work force__________________________________ (2)_
we have the right number of strategies to value a 
culturally diverse work force....................................................(3)_
Please answer the following questions by circling the number which 
best applies.
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5. Compared with other organizations, to what degree would you say
__________San Diego respects and values cultural difference among
employees? (Circle the number that best represents your opinion).
far above above average below far below
average average average average
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
6. For the most part, my department manager respects and values 
cultural differences among employees.
strongly neither agree strongly
agree agree or disagree disagree disagree
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
7. For the most part, my supervisor respects and values cultural 
differences among employee.
strongly neither agree strongly
agree agree or disagree disagree disagree
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
8. For the most part, my co workers respect and value cultural 
differences among employees.
strongly neither agree strongly
agree agree or disagree disagree disagree
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
9. I find that my values and the organization’s values on cultural 
diversity are very similar.
strongly neither agree strongly
agree agree or disagree disagree disagree
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5 4 3 2 1
Can you explain briefly why you gave the answer you did?
10. Most of the time the organization is honest and fair in dealing 
with its employees regardless of the employee's culture background.
strongly neither agree strongly
agree agree or disagree disagree disagree
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
11. The rules by which this organization functions are such that 
everyone gets a fair break on the job regardless if the employee’s 
cultural background.
strongly neither agree strongly
agree agree or disagree disagree disagree
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
12. There are good opportunities here for those who want to be 
promoted regardless of their cultural background.
strongly neither agree strongly
agree agree or disagree disagree disagree
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
13. Did you know t h a t________ Standards of Expected Behavior
reads as follows: "When providing care, employees and physicians 
should not exclude patients from conversations. Communications in 
technical jargon, whispers, or foreign languages either should not take 
place in the patient's presence or should be fully explained or 
translated for the patient. The provider should make an effort to 
communicate directly or through an interpreter in the language best 
understood by the patient whenever possible.". (Please check one.)




Please answer the following questions by circling the number which 
best applies.
14. The previous statement should be a policy a t ________ .
strongly neither agree strongly
agree agree or disagree disagree disagree
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
15. Among employees (e.g.. in the employee lounge) their should be 
no restrictions on what language is spoken.
strongly neither agree strongly
agree agree or disagree disagree disagree
5 4 3 2 1
Can you explain briefly why you gave the answer you did?
16. Aside from the guidelines_________ has about language what
informal rules of courtesy should be considered?
17. Please write any comments about actions and words that your 
supervisor or any other supervisor has said or done which shows 
he/she does or does not appreciate and respect cultural differences in 
the work place.
18. Are there any other policies or actions you believe organizational 
leaders should consider or do to show employees that they value and 
respect those from different cultural backgrounds?
R eproduced  with perm ission of the copyright owner. Further reproduction prohibited without perm ission.
152
19. Please write any additional comments that have to do with cultural 
diversity in the work force which were not covered in this survey.
PLEASE CHECK ONLY ONE





2. What is your gender?
Male........................................................... (1)_
Female....................................................... (2)_



















4. In what country were you bom?_
If other than the United States, at what age did you move here? 
Less than 1 years old............................. (1)__
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1- 4 years old______________________ (2)_
5- 9 years old............................................ (3)_
10 years or older___________________ (4)_
If other than the United States, how long have you lived in this 
country?
Less than 1 year.
1-4 years...........
5- 9 years...........
10 years or more




Other (please specify)_______________ (4)_
6. What is your age?
Less than 21 years old
21 -28 years old..........
29 -36 years old..........
37 -46 years old..........
47 -54 years old..........
55 years or older.........
7. What degree or degrees have you received?
Less than high school...................................
High school diploma (or equivalency)........




Professional (MD, JD, DDS, etc)..................
Other (specify)...............................................
8. How long have you been employed at
Less than 1 year......................................... (1)_
1-4 years__________________________(2)_
5- 9 years.................................................... (3)_
10- 14 years________________________(4)_
15- 19 years________________________(5)_
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Excerpts from the minutes of the Hospital Administrative 
M eeting
There are several cultural diversity programs planned through 
Professional Development (see recent calender) at regional offices 
April through June.
The local Cultural Diversity planning group is beginning Phase 2 of 
their work — your ideas, suggestions, and feedback are welcomed.
__________ spoke briefly on the Minority Recruitment Task Force
report recently published by the regional offices which identified 
need for recruiting and retention of minority managers. The report 
is available in Hospital Administration for review.
_________ gave an update on focused interest groups: American
Indian group is planning a book fair to collect books for donation to 
the reservation; Hispanic group is planning a Cinco de Mayo
celebration. _________ reported that the African American group is
developing a program on health and lifestyles and your ideas and 
suggestions are welcomed.
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Excerpt from the Organization’s Employee 
N ew sletter
To recognize the diversity and special need of employees from 
various backgrounds, cultural interest groups (CIGs), composed of 
individuals with similar ethnic backgrounds, have begun forming. At 
this time, there are groups for Women of Color/Asian; Hispanic; and 
American Indian Employees.
Chairperson of the Educational Subcommittee of the Multicultural 
Diversity Committee says the CIG program has three goals; (1) to give 
mutual support to members; (2) to express the special concerns and 
suggestions of minority employees to administration; and (3) to 
educate other employees about their particular culture.
Employees are welcome to join of form a CIG. To join the Women of
Color/Asian group call_________ . To join the Hispanic group,
phone , _________ is the contact person for the American Indian
group. If you'd like to start another CIG call_______
In other cultural diversity news, more that 70 people attended a 
very successful workshop earlier this month on "Lifestyles and 
Health Care of Hispanics" at the Bonita Country Club. Physicians and 
others spoke on topics such as language barriers, time frame 
differences, home remedies, mental health and the Tijuana medical 
system. Future multicultural plans include featuring displays about 
different cultures and other workshops similar to this event.
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Standards of Expected Behavior, Section I, Paragraph
3.
Standard 3, Section I of the Standards of Expected Behavior related 
to the use of English in the work place has been revised to read as 
follows:
3. When providing patient care, employees and physicians 
should not exclude patients from conversations. 
Communications in technical jargon, whispers, or foreign 
languages either should not take place in the patient's 
presence or should be fully explained or translated for the 
patient. The provider should make an effort to communicate 
directly or through an interpreter in the language best 
understood by the patient whenever possible.
The section of the Criteria Based Performance Evaluation related to 
quality of service should be revised to reflect the above change in 
order to ensure that use of only English is not implied. Medical 
Centers and Regional Departments should reviews their area policies 
and evaluation procedures in order to ensure that only English is not 
implied. All employees should be informed of this revision, and it 
should be reflected in employee's handbooks and orientation 
materials. Clinical Services will arrange to have the Standards of 
Expected Behavior reprinted reflecting the revision.
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G o o d  P e o p le .  G o o d  M e d ic in e -  O U R  V I S I O N  G o o d  P e o p l e .  G o o d  M e d ic in e
Preamble: This vision of our future reflects the goals and aspirations of all the people 
who share in a common desire to make ’ the first choice among
employees, physicians and members.
We serve as a health care team and value 
the contributions o f each team member.
Each person is an important member of our health 
care team whether involved in direct patient care, in 
arranging and financing that care, or providing other 
essential services. Our relationships with one another 
are characterized by trust, honesty, and mutual respect. 
• We value collaboration and the healthy resolution of 
conflict. • We demonstrate the value we place on 
each individual's contribution through competitive 
compensation and recognition of excellent perform­
ance. • We demonstrate our trust and commitment by 
communicating frequently and candidly about issues 
which affect us alL
We are compassionate and caring, devoted 
to the health and well-being of our mem­
bers.
We are diligent in our efforts to assure the highest 
quaiity of care and service we can provide to our mem­
bers. • We encourage our members to be involved in 
maintaining their own well-being by emphasizing pre­
ventive care and health education. We design our 
systems and procedures to be sensitive to our mem­
bra' needs.
We provide superior value in health care.
We are dedicated to offering comprehensive cover­
age and high quality health care that is accessible, 
efficient, and personable-all at an affordable cost.
We wisely manage our members' health care dollars, 
making every effort to deliver care cost-effectively. 
We take pride in our commitment to financial stability 
and ethical business behavior.
We are a unique partnership o f medicine 
and business, which is the key to our suc­
cess.
We maintain a balance between quality medicine and 
effective management to ensure our commitment to 
the needs of our members. Our medical-management 
partnership fosters high levels of cooperation among 
every member of our health care team. • We are. in 
addition, a unique medical partnership representing ail 
medical specialities providing the highest quality 
health care available.
We are the first choice for a career in the 
health care field.
We attract, develop, and retain a highly skilled and 
committed health care team. We empower people to 
deliver high quality care and service with the expecta­
tion that they meet die needs of our members. • We 
are dedicated to the development of everyone on our 
health care team and plaice a premium on promotion 
from within. • We create a work environment that is 
sensitive to personal as well as professional needs.
We value a multi-cultural work force and the cultural 
diversity of our community. • The dedication, drive, 
and enthusiasm of our team reflects our philosophy 
that, to be satisfying, work must be both professionally 
challenging and enjoyable.
We foster innovation by valuing ideas.
We nurture an environment that promotes ongoing 
organizational self-examination and improvement.
We value the diversity of opinions among our health 
care team and encourage flexibility and risk taking in 
problem-solving. • We share the results of innovation 
with each other willingly and effectively. • We 
manage internal and external change effectively.
We provide leadership to the health care in­
dustry and serve as a model for the efficient 
delivery o f quality health care.
We influence medical thinking through participation 
in clinical and health services research. • We help 
shape state and national health care policies by demon­
strating that health care can be delivered in a socially 
responsible, as well as efficient and business-like 
manner.
We are committed to the success of our com­
munities as well as the success o f our or­
ganization.
We understand that we and the communities we serve 
are interdependent. • We invest human and financial 
resources in our society and encourage all members of 
our health care team to take an active role in addressing 
community needs.
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/Appendix F
2.02
PERSONNEL POLICY AND PROCEDURE Issusss: 01-01-69
Equal Employment Opportunity 









I .All Administrators, Managers, Supervisors
I
llPOLICV STATEMENTI:N •
each component ^ ^ —
jj ha^^^^W ctice^nepolicies of Equalempioymen^Opportunity
*: and .Affirmative Action. This Poiicy reaffirms to each of you our support and
jj commitment to the continuation of these policies so that we may utilize available
•• human resources in the most effective manner. It is our belief that each individual
j! is entitled to fair and equal treatment. Although the future course and merits of
:i affirmative action may be the subject of national debate, our commitment means
jj that we will make a determined and sustained effort to provide equal employment
II opportunities for all levels of the workforce and further, that we will take
jj affirmative steps to employ and advance women, minority group members,
j physically and mentally handicapped, disabled veterans and veterans of the Vietnam
i Era. In addition, all personnel decisions, including compensation, benefits,
j promotions, transfers, participation in training programs, tuition assistance and
I similar matters will be made on a nondiscriminatory basis.
Administrators, managers, and supervisors are expected to play an active role in the 
implementation of these policies and programs to include the attainment of 
appropriate representation of minorities and women within each department; to 
ensure that the organizational policies enunciated herein are understood, and to 
jj preserve a work environment-where Equal Employment Opportunity is the rule, not
I the exception. Performance evaluations of each administrator, manager and
| supervisor include, as a significant factor in their individual performance, the results
i they have achieved in regard to compliance with Affirmative Action and Equal
i Employment Opportunity.
'♦Reaffirmed annually
jj  R^vis î: 01-25-82*
I P==e: 1 O f 3
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In addition, consistent with other organizational objectives to provide equal 
opportunity for ail segments of the communities we serve, we will continue:
-  to take affirmative steps to provide the maximum practical opportunity for 
minority and small businesses to participate in the subcontracting activity 
engaged in by the Program
- to maintain a work environment free of sexual harassment and intimidation
-  to communicate our policies throughout the community
- to seek the cooperation and assistance of all labor unions, employment agencies, 
educational institutions, government agencies and civic organizations.
It is essential that we attract and retain qualified employees because of a wide­
spread recognition that merit and ability are the basis of our personnel policies.
The Affirmative Action Programs for each Medical Center and Regional Office are 
located in the Employee Relations Office at each facility and are available for 
review by each employee. This is intended to permit all employees to become 
familiar with the Affirmative Action Programs so that they may avail themselves of 
their benefits.
Should any employee feel that he or she has suffered discrimination because of race, 
color, sex, religion, national origin, age, physical or mental handicap or covered 
veteran status, he or she may utilize the Equal Employment Opportunity Internal 
Complaint Procedure. Employees have recourse to this procedure without fear cf 
recrimination, retaliation or reprisal to address their complaint in a forum of 
confidentiality and mutual trust.
•■Reaffirmed annually





l: While administrative responsibility for our Equal Employment Opportunity and
s Affirmative Action Programs is assigned organizationally to the Equal Employment
• Opportunity Section of the Human Resources and External Affairs Department, each 
jj member of our management team must exercise individual and continuing
responsibility in implementing Affirmative Action. Regional Director
of Equal Employment Opportunity will continue to work directly with management 
■j and all employees in effectuating these policies.
Regional Medical 
Director
Manager, Human Resources 
and External Affairs
♦Reaffirmed annually
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Appendix G
M em oran dum
rom
Subject Reaffirmation of Equal Opportunity Policy
Annually, we reaffirm our commitment to Equal Opportunity and our 
continuing support of Affirmative Action Programs. As we reflect on the 
accomplishments achieved through our Affirmative Action efforts over the 
years, it is apparent that significant progress has been made toward 
attainment of our EEO objectives. Women and minorities are represented 
at every level of the workforce, including senior management, and on our 
3oards of Directors. Sustained effort will enable us to increase the 
representation of women and minorities in key areas of management. 
Innovative recruitment and employment initiatives are necessary to 
increase the utilization of Eispanics and minority males, particularly 
31ack and Hispanic males, in most areas of the workforce. Each Region 
has now developed a Minority Vendor Program. Aggressive implementation 
of these Programs will benefit many segments of the communities we serve 
and may, through increased competition among suppliers, ultimately lower 
our costs for subcontracted supplies and services. All of these 
objectives enable us to better serve our members and assist our Health 
Plan marketing efforts in culturally diverse communities.
In this era of rapidly increasing diversity in the workplace and 
society, it is important that we reemphasize our policy of non-discrimi­
nation based on race, color, religion, sex, national origin, disability 
or veteran status. This policy applies to subcontracting with 
minority-owned businesses and all employment activities, including 
hiring, compensation, promotion, termination and all other terms and 
conditions of employment. Similarly, harassment of employees, visitors 
or members, including racial, sexual or cultural harassment, is 
violative of our policy which strongly prohibits such conduct and will 
not be tolerated. Individuals who experience or observe this behavior 
are encouraged to report it promptly to a manager or supervisor, legal 
counsel, EEO/Human Resources personnel or any management employee. Such 
reports will be investigated and resolved expeditiously.
, Senior Vice President and General Counsel, has 
interregional responsibility for the development and coordination of our 
Equal Opportunity Program. He is assisted in this responsibility by
Corporate Manager of Equal Opportunity Programs, Regional 
EEO and Human Resources Directors and Central Office and Regional 
Counsel. It is important that we acknowledge the value of our EEO/Human 
Resources personnel in their often difficult roles as architects of our 
Affirmative Action Programs and effective internal resources for 
managers and employees in the resolution of EEO related issues.
Equal Opportunity benefits all employees and I request your active 
participation and support of our Affirmative Action and Equal 
Opportunity objectives.




M inority R ecruitment 
and Promotion Task Force 
K ey Findings, R ecommendations, 
a n d Policy Statement
JUNE 1991
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RECOMMENDATIONS
PR O G R A M  ACTIO NS
In May 1991, the Committee approved the following recommendations
of the Minority Recruitment and Promodon Task Force:
1. Promulgate a policy statement, effective Programwide, that clearly 
establishes commitment to attaining, valuing, and
effectively managing the increasing diversity among its employees, 
members, and physicians.
2. Obtain the agreement of each organization participating in^BBE
to establish, as a business objective, a workforce that by the 
year 2000 reflects the pool of qualified people in the community served.
3. Each Region and Central Office will incorporate into its business plan 
action steps to achieve the foregoing objective and to insure effective 
management of a culturally diverse workforce.
4. Acknowledge, as Program policy, that expenses required to implement 
the recommendations of this Task Force, achieve a workforce that reflects 
the community, and effectively manage a culturally diverse workforce are 
appropriate business investments, not optional expenditures.
5. Each Region and Central Office will develop and implement a written 
plan containing appropriate policies and procedures for improving the 
education, communication, and understanding of its multicultural 
workforces, membership, and communities.
6. Establish an interregional, inter-entity steering committee charged with 
the responsibility of assisting in the achievement of the above objectives.
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In order to implement die above recommendadons and address the shortcomings identified 
in the surveys and findings of the Task Force, a number of regional activities are 
recommended, based on the following concepts:
• All employees, minority and non-minority, will benefit from improvements in 
existing human resources programs and from new ones which may be established.
• Central Office support and innovative interregional cooperation will be required to 
permit sharing of programs, the elimination of barriers, and resolution of the issues 
identified by the Task Force.
• Program wide coordination will be required.
• Mentoring, career development, and management training programs are highly 
desired by all employees.
• Regional management must determine the methods which will be used to 
accomplish these recommendations.
The following recommended regional activities shall, at a minimum, be part of each 
Region’s action steps:
1. Each Region shall develop and implement systematic methods for 
recruitment at the earliest possible time. Recruitment systems shall be 
interregionally linked. Any representation of minorities in the^B H k  
M iB B B ^ o r k fo r c e  that remains below the availability of qualified 
minority managers in the labor market is inconsistent with our business 
objectives and must be remedied.
2 . Each Region shall implement or continue the Management Continuity 
Program, including mechanisms to insure inclusion of minorities, provide 
necessary support to enhance and monitor their upward mobility, and 
insure an adequate pool of minority employees for advancement. An 
interregional job posting system shall be developed.
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3 . Each Region shall expand and implement its management development 
programs. Particular emphasis on inclusion of minority managers, 
including short term, non-exclusionary preferences, is critical.
4 .  Minority support groups, available to all employees, should be 
encouraged. Although the responsibility of the involved employees, 
financial support and management participation will be critical.
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PO LICY STATEM ENT ON CULTURAL D IV ER SITY
 ̂mission is to seek to improve and maintain the health of its members 
by providing accessible, affordable, comprehensive health care of high quality on a prepaid 
basis. Accomplishment of this mission requires extensive interaction among the 
community of members, patients, employees, and physicians who comprise'
Shared human traits and common ideals including compassion, respect for each individual, 
a sense of fairness, devotion to equality, and belief in the intrinsic value of human beings 
bind us together even more closely than the contractual relationships between our 
organizations.
The H ^ m |[ ^ £ c o m m u n i ty  is continually being broadened and strengthened 
through inclusion of people of all ethnic backgrounds and cultures, reflecting the increasing 
diversity of American society. To give substance to our statement of the value we place on 
this diversity, each manager and supervisor is responsible for assisting in developing and 
maintaining aflB B IB H I^^environm ent in which the unique qualities of each 
individual are valued, and activities that enhance knowledge, understanding, and 
appreciation of other cultures are fostered. In this environment, open communication, 
trust, understanding, and respect for others’ opinions will thrive.
Effective development and maintenance of a culturally diverse workforce is critical to the 
continued success o f f ^ m ^ ^ H ^ b e c a u s e  it is essential to delivering quality medical 
care to our culturally diverse membership and, most important, because it reflects our 
common ideals.
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c Local Developments, by Barbara Ruffino
The City of San Diego’s  Diversity Commitment
The City of San Diego’s Organization Effectiveness Pro­
gram recently initiated a dtv-wide diversity project to educate 
managers, supervisors and employees on the changing 
demographics of the workforce. The City of San Diego 
defines diversity as differences in culture, age, gender, 
religion, physical ability, sexual orientation, style differences 
and family circumstances. The program’s goal is to recognize 
the contributions that all employees make to the city based 
on different talents, resources and backgrounds.
The Diversity Program, headed by Daneile Scarborough 
and Oliver Brown, is comprised of several phases including 
data garhcn'ng, data feedback, action planning, educational 
events, and implementation. The data gathering phase in­
volved conducting “focus group” interviews with more than 
900 city employees. The employees were randomly selected 
into 75 groups that represented the city’s population in terms 
of job function, gender and ethnicity. The group interviews 
were conducted by two external consulting firms and the 
internal diversity staff. They consisted of a written survey and 
a set of verbal questions concerning:
•  likes and dislike* about working for the dry
•  Factors that inhibit or enhance career development
•  Individual perceptions about the fairness of the city's 
services
Data collected from the interviews revealed that the areas 
in most need of improvement at the city are career develop­
ment, communications, promotions, job rewards and flexible 
and personal benefits, issues of racism, sexism, and dis­
crimination were also sipmfjranf areas of concern among atv 
employees.
Based on recommendations made by the consultants, the 
Organization Effectiveness Program developed an initial ac­
tion plan to implement changes in the organization. Some 
changes have already taken place (Le., an increase in the 
flexible benefits package and tuition reimbursement), and 
others are scheduled to occur in the near future. These 
changes are vital if the city is going to better value the diversity 
of its workforce.
Organization-wide educational events for senior and mid­
dle management, first line supervisors and employees have 
also been designed and scheduled through 1993. The pur­
pose of these events is to create an effective organization 
through skill building, discussion of diversity issues, and the 
development of action steps for workplace improvement.
Other benefits from the Diversity Program include in­
creased communication and motivation regarding diversity 
from top management and a greater awareness and excite­
ment about the program among dry employees. . •
The Encinitas Living Room Dialogues
The Endnitas Living Room Dialogues, sponsored by the County of San Diego Human Relations Commission, is a diversity 
program aimed at “building bridges” between groups of different culture, race, religion, gender and sexual orientation. Only 
five years old. the City of Endnitas is growing up fast and its community is rapidly b e c o m in g  more ethnically, culturally and 
racially diverse. With this diversity comes a new set of complex problems for the community such as mierant worker issues.' 
rising crime rates, youth and elderly problems and school concerns.
Marla Strich, Chairperson of the Commission, states that the purpose of diversity is to be as “indusive and respectful as 
possible of all people regardless of their differences.” This vision drives the process of the Living Room Dialogues project.
Through literature distribution and the assistance of the local press. Living Room Dialogues has attracted approximately 50 
participants who represent a cross-section of Endnitas’ population in terms of race, culture, religion, and sexual orientation.
Partidpants are divided into diverse groups of about ten people. These groups meet for four dialogue sessions. During the 
first three sessions the groups share information about each others’ backgrounds and experiences, identify community problems 
and brainstorm solutions to these problems. The fourth dialogue session is a community assembly, where all of the dialoeue 
groups come together to discuss what has been learned and address community issues collectively.
The Living Room Dialogues program enables residents of Endnitas to:
•  Learn more about each other
•  Gain mutual respect and understanding for one another
•  Explore ways to reduce tensions between different racial, ethnic, cultural and religious groups in the community
•  Develop solutions to community concerns together.
Living Room Dialogues is being piloted for the first time in Fnriniras Ms. Strich p lane to implement similar programs in 
other local communities. The Living Room Dialogues diversity project would not have been possible without the cooperation 
and active partidpation of local businesses and professionals. Advertising and marketing, facilitator training, and facilitators 
are currently being provided on a volunteer basis.
I f  planning a diversity project of your own. Ms. Strich advises that you begin the project with a clear vision of your goal and 
prepare for the intense personal commitment that the project will require.
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